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HEARING ON GAO REPORT ON OSERS’
MANAGEMENT

THURSDAY, SEPTEMBER 7, 1989

Hous= oF REPRESENTATIVES,
SUBCOMMITTEE ON SELECT EDUCATION,
CoMMITTEE ON EDUCATION AND LABOR,
Wushington, DC.

The subcommittee met, pursuant to notice, at 9:40 a.m. in Room
2261, Rayburn House Office Building, Hon. Major R. QOwens [Chair-
man] presiding.

Members present: Representatives Owens, Payne, Jontz, Bartlett,
Ballenger, and Smith.

Staff present: Maria Cuprill, Gary Granofsky, Wanser Green, Pat
Laird, Laurence Peters, and Bob Tste.

Chairman OweNns. The hearing of the Subcommittee on Select
Education is now in session.

Today we have a simple panel of two witnesses. I want to wel-
come Dr. Robert Davila. I have been told by my staff that already
the cool breezes of vitality and a sense of mission are beginning to
waft through OSERS as a result of his appointment. The challenge
and the opportunity to translate this sense of possibility into con-
crete actions and acomplishments is one we know you relish, and
we likewise look forward to working with you to help to accomplish
the goal we all share of providing programs that will enhance inde-
%e_en ence and productivity for our nation’s citizens with disabil-
ities.

I would also like to welcome and thank the General Accountin
Office staff—Darlene Bell, Bill DeSarno, Bill Gainer, and Fre
Yohey—for the work that they have done in investigating mansge-
mﬁn{fpractice within OSERS and its subunits in the pust year and
a half.

Mr. Gainer will summarize those findings this morning, with
final publication of GAQO’s report expected late this month or early
next month. The benefits of documenting conditions within the
agency, both for this new administration and for the public, are ob-
vious.

‘What is less obvious is that GAQ has a long-term, ongoing com-
mitment to and expertise in effective management practice
throughout the Federal Government. This is not the first manage-
ment survey GAO has done in recent yecurs, and there has been
propress in othe: departments of the Federal Government in iden-
tifyil?g and improving management practices as a result of their
work.

(1)
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We view GAO as a valuable resource in the development of rec-
ommendations for constructive future actions. We will continue to
consult closely with thern in the months following publication of
the report for their counsel on appropriate follow-up activities on
these issues.

This morning’s hearing represents the most recent in & series of
activities undertaken by the Subcommittee on Select Education in
connection with its oversight responsibilities over the Office of Spe-
cial Education and Rzhabilitative Services.

The issue that concerns us is whether the Federal Government'’s
agency responsible for administering human resources programs,
involving the expenditure of $3.7 billion for people with disabilities,
will be effectively managed and the maximal use of these dollars
obtained.

Conditions and opportunities for people with disabilities in our
nation are changing rapidly. The Congress, with the full support of
the Bush Administration, is making excellent progress towards pas-
sage of the “Americans with Disabilities Act of 1989,” the New
York Times editorial yesterday notwithstanding.

For the first generation of special children provided with public
education under Public Law 94-142, finding employment has often
proven to be a nightmare. The Americans with Disabilities Act, if
properly implemented and enforced, will significantly reduce bar-
riers to employment for the beneficiaries of Public Law 94-142,

Shrinking numbers of new entrants to the work force will aiso
create job opportunities for people who have not always been
viewed by employers as potential employees, notably people with
disabilities.

If our special education and vocational rehabilitation programs
are able to meet these challenges, we will increase the pool of tal-
ented individuals who can contribute to the strength of our econo-
my and reduce public assistance expenditures which presently con-
stitute the bulk of the Federal Government’s expenditures for
people with disabilities.

This subcommittee, through its past oversight hearings, has
shown that proper monitoring of special education programs is not
taking place. We know that quality technical assistance to voca-
tional rehabilitation agencies, which could lead to enhanced em-
plorment opportunities for people with disabilities, has been woe-
fully short in supply for many years.

The enactment and etfective implementation of the Americans
With Disabilities Act can, I believe, demonstrate the powerful
effect that necessary new legislation can have, but, the “nuts and
bolts” implementation of existing laws and programs is equally es-
aenpial if we are to accomplish the significant progress we all

esire.

In the near term, we must see the provision of quality special
education and vocational rehabilitation programs as the wise in-
vestment in our future and expand funding for them. The provision
of such services will help our society manage the gradual, yet ex-
traordinary, shift in public attitudes toward people with disabilities
that is taking place in our country.

Mainstreaming people with disabilities and framing public poli-
cies on the beginning assumption that their talents are resources
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which should and must be drawn upon, rather than on the anti-
quated notions that see them as natural depencents, places new de-
mands on our special education, vocational rehabilitation, and in-
dependent living programs. We must manage that transition effec-
tively; that is going to take resourceful ard wise leadershij

It is time to move forward aggressively to upgrade OSERS. The
needs of people with disabilities, the overall health of our economy,
and the quality of our civic life require a quantum leap forward in
the professionalism and competence of this agency.

I have had the opportunity to meet Bob Davila, the new assistant
secret.ry. I know that he shares this perspective. He will have an
opportunity to quicken the pulse of this agency by helping to make
it more effective and responsive to the needs of people with disabil-
ities and to service providers.

[The prepared statement of Hon. Major R. Owens follows:]

=4




. OPENING STATEMENT .OF MAJOR R. OWENS
CHAIRMAN, COMMITTZE ON SELECT EDUCATION
SEPTEMBER 7, 1989

DR. DAVILA WE WELCOME YOU TO THIS HEARING. THE COOL BREEZES
OF OPENNESS, VITALITY AND A SENSE OF MISSION ARE ALREADY BEGINNING
TO WAFT THROUGH OSERS. THE CHALLENGE AND THE OPPORUTNITY TO
TRANSLATE THIS SENSE OF POSSIBILITY INTO CONCRETE ACTIONS AND
ACCOMPLISHMENTS IS ONE WE KNOW YOU RELISH, AND WE LIREWISE LO?K
FORWARD TO WORKING WITH YOU TO HELP TO ACCOMPLISH THE GOAL WE ALL
SHARE OF PROVIDINA PRCGRAMS THAT WILL ENHANCE INDEPENDENCE AND
PRODUCTIVITY FOR OUR NATION!S CITIZENS WITH DISABILITIES.

I WOULD ALSO LIKE TO WELCOME AND THANK THE GENERAL ACCOUNTING
OFFICE STAFF -- DARLENE BELL, BILL DESARNO, BILL GAINER, AND FRED
YOHEY -~ FOR THE WORK THAT THSY HAVE DONE IN INVESTIGATING MANAGE-
MEJUT PRACTICE WITHIN OSERS AND ITS SUBUNITS IN THE PAST YEAR AND A
HALF. BILL GAINER WILL SUMMARIZE THOSE FINDINGS THIS MORNING,
WITH FINAL PUBLICATION OF GAO'S REPORT EXPECTED LATE THIS MONTH OR
EARLY NEXT MONTH. THE BENEFITS OF DOCUMENTING CONDITIONS WITHIN
THE AGENCY, BOTH FOR THIS NEW ADMINISTRATION AND FOR THE PUBLIC,
ARE OBVIOUS. WHAT IS LESS OBVIOUS IS THAT GAO HAS A LONG TERM,
ONGOING COMMITMENT TO AND EXPERTISE IN EFFECTIVE 4ANAGEMENT PRAC-
TICE THROUGHOUT THE FEDERAL GOVERNMENT. THIS IS NOT THE FIRST
MANAGEMENT SURVEY GAOC HAS DONE IN RECENT YEARS, AND THERE HAS BEEN
PROGRESS IN OTHER DEPARTMENTS OF THE FEDERAL GOVERNMENT IN IDENTI-

FYING AND IMPROVING MANAGEMENT PRACTICE AS A RESULT OF THEIR WORK.
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WE VIEW GAO AS A VALUABLE RESOURCE IN THE DEVELOPMENT OF RECOMMEN-
DATIONS FOR CONSTRUCTIVE FUTURE ACTIONS. WE WILL CONTINUE TO CON-
SULT CLOSELY WITH THEM IN THE MONTHS FOLLOWING PUBLICATION OF THE
REPORT FOR THEIR COUNSEL ON APPROPRIATE FOLLOW-UP ACTIVITIES ON
THESE ISSUES.

THIS MORNING'S HEARING REPRESENTS THE MOST RECENT IN A SERIES
OF ACTIVITIES UNDERTAKEN BY THE SUBCOMMITTEE ON SELECT EDUCATION
IN CONNECTION WITH ITS OVERSIGHT RESPONSIBI!ITIES OVER THE OFFICE
OF SPECIAL EDUCATION AND REHABILITATIVE SERVICES. THE ISSUE THAT
CONCERNS US IS WHETHER THE FEDERAL GOVERNMENT'S AGENCY RESPONSIBLE
FOR ADMINISTERING HUMAN RESOURCES PROGRAMS, INVOLVING THE EXPENDI~
TURE OF $3.7 BILLION, FOR PEOPLE v ITH DISABILITIES WILL BE EFFEC-
TIVELY MANAGED AND THE MAXIMAL USE OF THESE DOLLARS OBTAINED.

CONDITIONS AND OPPORTUNITIES FOR PEOPLE WITH DISABILITIES IN
OUR NATION ARE CHANGING RAPIDLY. THE CONGRESS, WITH THE FULL
SUPPORT OF THE BUSH ADMINISTRATION, IS MAKING EXCELLENT PROGRESS
TOWARDS PASSAGE OF THE "AMERICANS WITH DISABILITIES ACT OF 1989."
FOR THE FI..ST GENERATICN OF SPECIAL CHILDREN PROVIDED WITH PUBLIC
EDUCATION UNDER PUBLIC LAW 94-142, FINDING EMPLOYMENT HAS OFTEN
PROVEN TO BE A NIGHTMARE. THE AMERICANS WITH DISABILITIES ACT, IF
PROPERLY IMPLEMENTED AND ENFORCED, WILL SIGNIFICANTLY REDUCE
BARRIERS TO EMPLOYMENT FOR THE BENEFICIARIES OF PUBLIC LAW 94-142,
SHRINKING NUMBERS OF NEW ENTRANTS TO THE WORK FORCE WILL ALSO
CREATE JOB OPPORTUNTIES FOR PEOPLE WHO HAVE NOT ALWAYS BEEN VIEWED
BY EMPLOYERS AS POTENTIAL EMPLOYEES, NOTABLY PEOPLE WITH DISABI-

LITIES. IF OUR SPECIAL EDUCATION AND VOCATICNAL REHABILITATION
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PROGRAMS ARE ABLE TO MEET THESE CHALLENGES, WE WILL INCREASE THE
POOL OF TALENTED INDIVIDUALS WHO CAN CONTRIBUTE TO THE STRENGTH OF
OUR ECONOMY AND REDUCE PUBLIC ASSISTANCE EXPENDITURES WHICH PRE~
SENTLY CONSTITUTE THE BULK OF THE FEDERAL GOYERNMENT'S EXPENDI-
TURES FOR PEOPLE WITH DISABILITIES.

THIS SUBCOMMITTEE, THROUGH ITS PAST OVERSIGHT HEARINGS, HAS
SHOWN THAT PROPER MONITORING OF SPECIAL EDUCATION PROGRAMS IS NOT
TAKING PLACE. WE KNOW THAT QUALITY TECHNTCAL ASSISTANCE TO VOCA-
TIONAL REHABILITATION AGENCIES -- WHICH COULD LEAD TO ENHANCED
EMPLOYMENT OPPORTUNITIES FOR PEOPLE WITH DISABILITIES ==~ HAS BEEN
WOEFULLY SHORT IN SUPPLY FOR MANY YEARS. <THE ENACTMENT AND EFFEC-
TIVE IMPLEMENTATION OF THE AMERICANS WITH DISABLITIES ACT CAN, I
BELIEVE, DEMONSTRATE THE POWERFUL EFFECT THAT NECESSARY NEW LEGIS-
LATION CAN HAV BUT, THE "NUTS AND BOLTS™ IMPLEMENTATION OF
EXISTING LAWS AND PROGRAMS IS EQUALLY ESSENTIAL IF WE ARE TO
ACCOMPLISH THE SIGNIFICANT PROGRESS WE ALL DESIRE. IN THE NEAR
TERM, WE MUST SEE THE PROVISION OF QUALITY SPECIAL EDUCATION AND
VOCATIONAL REHRABILITATION PROGRAMS AS THE WISE INVESTMENT IN OUR
FUTURE AND EXPAND FUNDING FOR THEM. THE PROVISION OF SUCH SER-
VICES WILL HELP OUR SOCIETY MANAGE THE GRADUAL, YET EXTRAORDINARY,
SHIFT IN PUBLIC ATTITUDES TOWARDS PEOPLE WITH DISABILIES THAT IS
TAKING PLACE IN OUR COUNTRY. MAINSTREAMING PEOPLE WITH DISABI-
LITIES AND FRAMING PUBLIC POLICIES ON THE BEGINNING ASSUMPTION
THAT THEIR TALENTS ARE RESOURCES WHICH SHOULD AND MUST BE DRAWN
UPON. RATHER THAN ON THE ANTIQUATED NOTIONS THAT SEE THEM AS

NATURAL DEPENDENTS, PLACES NEW DEMANDS ON OUR SPECIAL EDUCATION,

.



VOCATIONAL REHABILITATION, AND INDEPENDENT LIVING PROGRAMS. WE
MUST MANAGE THAT TRANSITION EFFECTIVELY; THAT IS GOING TO TAKE RE-
SOURCEFUL AND WISE LEADERSHIP.

IT IS TIME TO MOVE FORWARD AGGRESSIVELY TO UPGRADE OSERS.
THE NEEDS OF PEOPLE WITH DISABILITIES, THE OVERALL HEALTH OF OUR
ECONOMY, AND THE QUALITY OF OUR CIVIC LIFE REQUIRE A QUANTUM LEAP
FORWARD IN THE PROFESSIONALISM AND COMPETENCE OF THIS AGENCY. I
HAVE HAD THE OPPORTUNITY TO MEET BOB DAVILA, THE NEW ASSISTANT
SECRETARY FOR OSERS. I KNOW THAT HE SHARES THIS PERSPECTIVE; HE
WILL HAVE AN OPPORUTNITY TO QUICKEN T £ PULSE OF THIS AGENCY BY
HELPING TO MARE IT MORE EFFECTIVE AND RESPONSIVE TQO THE NEEDS OF

PEOPLE WITH DISABILITIES AND SERVICE PROVIDERS.

o v 11
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Chairman OweNs. I yield to Mr. Bartlett for an opening state-
ment.

Mr. BARTLETT. Thank you, Mr. Chairman. I know I join with you
in welcoming Dr. Bob Davila to his first hearing, his first appear-
ance, at our subcommittee today, first of what will be, 1 believe and
hope, a series of appearances as we work together with this sub-
committee and with the administration on legislation which em-
powers people with disabilities to control their own lives.

Likewise, I welcome Bill Gainer and the GAO to today’s hearing
to focus on the helpful and useful GAO report on management
g;actices at the Office of Special Education and Rehabilitative

rvices. This report, in fact, will move us forward.

It does outline several problems with the management practices
at OSERS, practices before Dr. Davila became Assistant Secretary.
While I do not believe that Congress, nor this subcommittee should
attempt to micromanage the Office of Special Education, I do think
this report and this hearing will be a valuable tool for Assistant
Secretary Davila as he begins to make changes in the areas that
need improved management leadership.

So, in fact, the GAQ report is a useful management tool. It is
quite timely in that the report comes at a time in which Dr. Davila
is taking over the leadership at the office. A strong management
team at the Federal level in OSERS will ensure that the goals and
the initiatives of OSERS and the Congress are met.

At the same time, I know that this subcommittee will be realistic
and will understand that changes will not happen overnight. It is
important to note that most of the things that happen at OSERS
and have happened at OSERS in the last several years ae good,
that most of the management practices are sound, that if there are
changes and improvements that can be made, the GAQ has pre-
sented a blueprint for what those changes should be.

It will take time to implement long-range plans and to enact
practices that will provide prygicm accountability and specialized
training for the staff. I can see by reading Dr. Davila’s testimony
that he is on the right track and I am pleased that he has used the
GAO report as a blueprint to design a new management team.

Beyond the GAQ report and the management of OSERS itself, 1
do want to say that I will be interested in hearing from Dr. Davila
on other broader items today and in the future, items including his
overall goals for OSERS, what changes he wants to make in
OSERS to achieve those goals, and what new initiatives he plans to
pursue during his tenure at OSERS.

As we enter the 1990s, I believe that independence for people
with disabilities is the goal that we should set and OSEKS will play
a pivotal role as we build on initiatives such as supported employ-
ment and the Technology-Related Assistance Act that had previ-
ously been enacted.

I look forward to his testimony and in working with Dr. Davila
over the course of this administration.

I Kield back my time, Mr. Chairman.

Chairman Owe:s. As I said before, we have a simple panel of
two witnesses: Mr. William Gainer, the director—oh, I am scrry.
Mr. Smith. I yield to Mr. Smith for an opening statement.

]2
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Mr. SmitH. I don’t have a prepared statement, but I would
simply like to add my welcome especially to Dr. Davila and to say
that my interest goes substantially beyond this report by which I
have several questions, really to the larger question of the manage-
ment of what OSERS—we all know the function of OSERS.

Because I am fresh to the Congress, I still have ringing in my
ears, the complaints of my neighbors whe are committed to Special
Education in the state of Vermont and find the Federal role fin&n-
cially to be ridiculously light and the Federal burden regulatory
and bureaucratically aided and abetted by the state to be almost
unbearably heavy.

I am interested in why it is that we are losing our best special
education teachers and the pipeline is emptying of the teachers of
the future. From my point of view, with due respect to this study
which we will go into, it is a little bit like counting the deck chairs
on the Titanic.

We have got much bigger problems, which I think Dr. Davila
points to in his testimony and alludes to, much bigger problems
than how to, in my mind, fine tune the management of a program
that needs a very hard look if we are to understand and keep the
promise which that program and the legislation which supports it
made to the people and to the children of this country twelve, thir-
teen years ago.

Thank you.

Chairman OweNs. Thank you, Mr. Smith. Mr. William Gainer,
the director of the Education and Employment Issues, Human Re-
sources Division of the General Accounting Office, is our first wit-
ness.

The panel also consists of Dr. Robert Davila, Assistant Secretary
of OSERS, Department of Education.

Gentlemen, please be seated. You may begin, Mr. Gainer.

STATEMENTS OF MR. WILLIAM GAINER, DIRECTOR, EDUCATION
AND EMPLOYMENT ISSUES, HUMAN RESOURCES DIVISION,
GENERAL ACCOUNTING OFFICE; AND DR. ROBERT DAVILA, AS-
SISTANT SECRETARY, OFFICE OF SPECIAL EDUCATION AND
REHABILITATIVE SERVICES, DEPARTMENT OF EDUCATION

Mr. GAaiNgR. Thank you, Mr. Chairman. We are happy to be here
to report on the results of our study. It has been a difficult task as
these management studies are. I would like to say that the rela-
tionship between management and effective programs is not
always clear.

However, that relationship is strong and it is a relationship
which we have found repeatedly in our work on agency manage-
ment at GAO, that if you have an agency which is experiencing se-
rious management probiems in terms of personnel development, in
terms of goal setting, in terins of a number of the important func-
tions of organizational management, you will tend to find at the
service delivery level, or at the local level v here services are deliv-
ered, there will be problems in the way those services are delivered
as well or there will be problems in advancing the objectives of
those programs as well.
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I am not going to speak to each one of these concerns now, but I
am going to go through them separately and just cite some statis-
tics and some factc about these various problems and I am pre-
pared to answer questions ut any time as I go through it.

I am not going to read my entire s ‘atement, but ask that it be
entered into the record.

Chairman Owens. Without objection, the entire statement will
be entered into the record.

Mr. GAINER. Overall, though, 60 percent of the personnel in
OSERS who answered our survey =nd a 189 out of 250 answered
the survey, said that the Office of the Assistant Secretary had done
a poor job of establishing goals, coordinating component activities
and responding to program concerns raised by senior managers.

We did find OSERS components generally had operational plans
and that those operational plans were closely linked to the impor-
tant functions that they carried out on a day-to-day basis, but I
mentioned strategic planning here in the chart. at we didn’t
find was the strategic plan which I note with interest Dr. Davila is
developing and his plan is for the 1990s and that is what we believe
strategic planning is about.

It is something that moves the organization ahead, not necessari-
ly that something that allows the organization just to carry out the
functions that it has in the near term.

We also found that 75 percent of OSERS respondents identified
one or more of the typical human resource man:%ement problems
and that nearly half of its grants management staff, those that had
responsibilities for grants management felt that there were prob-
};gn}s in the grants managem.ent area, in the area of program moni-

ring.

Finally, the state education officials or special education and vo-
cational education felt that the relationship, the Federal leadership
that was provided by OSERS had either deteriorated over time or
had, in the words of many, ceased to exist.

The strategic planning process in any organization, we at GAO
believe, is important to whether not that organization will achieve
the objectives of the legislation which they implement. Some of the
elements of that are to analyze the environment in which the orga-
nization works, assess its strengths and weaknesses, consider alter-
native courses or action, establish objective, assign responsibilities,
and design feedback mechanisms.

When we look at the goal setting and strategic planning process
in OSERS, as I said, we found that broad goals were set by the As-
sistant Secretary and as far as we can see, many of the people in
the constituent groups felt that those broad goals were appropriate
g_nd they were the right goals for the organization at the right

ime.

What we didn't find, though, when you go to the component level
are subobjectives which the various components would pursue to
achieve those broad goals. There were no time frames, there were
no Ylans to achieve those objectives. Now, I am not saying that you
could not possibly run an organization without these things written
down. It is quite possible.

We searched for alternative mechanisms, but I have to be honest,
in an organization of nearly 450 people and with the hudget of

15
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nearly four bill’on dollars, I am not sure that is the kind of organi-
zation that can be effectively run without some kind of written
plans, and I am not alone in my belief of that.

Our consultants from the American Society Public Administra-
tion and other managers who are expsrt in large organizations,
particularly government bureaucratic organizations, think that
written plans and milestones in some checking against those are ef-
fective and it also meets most people’s common se se judgiments
about how management is done.

We speciﬁcal}iy asked whether there was a systematic process for
goal setting and that is one of the things we look for when we do
these studies. A 104 out of 186 responding to our survey said that
there were no systematic goal setting system or that they were un-
aware of such a system if it existed.

I think one of the things that you look for in getting commit-
ment in an organization to its goals is the involvement in the staff,
particularly the senior staff, in setting those goals.

So, I would say, in all likelihood, the fact that there was no
system and that the staff were not involved was a problern which
went beyond just the fact that some paper system was missing. I
think it went beyond that and it meant that this goal setting
system was not functioning the way it should in a healthy organi-
zation.

Consequently, when f'ou put that together, you don’t have mile-
stones and you don’t place responsibility for specific subobjectives.
You have poor accountehility in an organization and I think we
had that in OSERS.

On the next chart——

Chairman Owens. Mr. Gainer?

Mr. GAINER. Yes.

Chairman OwgNs. You seem to be a bit apologetic about stating
clearly and forcefully that it is outrageous for an organization that
has forbidden our budget not to have written goals and objectives.

Would any American corporation—with a forbidden dollar
gross—dare not have written og?ectives and goals?

Mr. GAINER. ] had better start by saying I am certainly no expert
on corporate management. I have loo at government organiza-
tions for 20 years and ¥ believe that it is possible to run an organi-
zation without written goals.

if you have additional mechanisms, you have close communica-
tion with the staff. If you have constant feedback, it is quite possi-
ble, and I wouldn’t want to be held to a standard of written goals
for everything I do in my organization, but I think that we were
unable to find alternative mechanisms which we thought would
work and I would say that I think it is much more difficult to run
an organization of this size and with this kind of budget and with
the mission that this organization has, if you don’t have some writ-
ten goals.

One thing it does is it communicates those goals to everybody in
the orianization. They can see what they are and they can put
their shoulder to the wheel and very often in an organization, it is
not telling people what to do that gets things done, but it is having
them understand and identify with the goals of the organization
and make it happen for you.
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I think that is the critical thing that you lose when you don’t
have written goals.

Mr. BarTLETT. Would the chairman yield? Just to make sure tha*
the subject isn't totally overstated, the four billion dollar number is
a huge number, but as I understand, most of OSERS’ four billion
dollars is spent by grantees.

I would assume that you wouldn’'t be proposing written goals
thgt had beer micromanaged and applied to each individual grant-
ee’

Mr. GAINER. No, sir.

Mr. BarTLETT. How would you characterize the size of OSERS
itself since it seems to me that a four billion dollar number may be
somewhat misleading beceuse that is the total dollar amount of
grants, most of which are administered by grantees?

Mr. GAINER. You might characterize the direct functions of
OSERS at something like 400 million, but it depends upon how you
count. I think you clearly need less of an organization here than
you would if OSERS were a service delivery.

You have organizations in Federal Government with much
smaller overall budgets which have virtually thousands of people
because they are the service deliverers and I don’t want to make it
look like OSERS is involved in running a service delivery at the
local level.

What you do have though is you have Federal law and you have
Federal guidelines and you have changes that take place through
legislation from year to year and OSERS can and does affect how
promptly those changes in Federal law take place and it does affect
or let’s say it can affect the professionalisra with which that is
done if it provides the leadership and technical assistance.

Mr. BaArTLETT. I just wanted the record to reflect I am not op-
posed to written goals. I think it would be nice if Congress had
written goals. We are a much larger organization than OSERS, but
then in another world, perhaps.

Mr. GAINER. Far more decision makers, though.

Mr. BArRTLETT. What I am trying to suggest to you is that a four
billion dollar number doesn’t precisely describe the size of OSERS.
A 3400 million operating budget probably does. You mey want to
put on the record the total number of employees at OSERS so the
record will reflect——

Mr. GaIner. It is only about 450 employees, but they are in this
monitoring function and in this policy setting function. I would
freely admit that they are far less important to the success of the
Education of the Handicapped Act or Vocation Rehab than they
would be if they were the service deliverers themselves.

Those functions are carried out very effectively at the local level
and the legislation that underlies the EHA, for example, is a very
strong legislation.

Mr. BARTLETT. It is about the size of a good-sized rehabilitation
hospital in Dallas which does have written goals, by the way. So,
your point is also “.aken, but it is not this huge organization, inte.-
national organizat.on, the size of IBM. It is the size of a good-sized
rehabilitation hospital in Dallas.



14

Mr. GAINER. No, sir, and the functions are principally policy set-
ting and monitoring o that it does not take as large an organiza-
tion.

Mr. BARTLETT. Thank you.

Chairman OwrNs. We will come back to the question later, but
let me just say that in a decentralized operation, the General
Motors headquarters is just the headquarters. It has many units
out there to operate sort of independently under the direction of
the headquarters.

In a decentralized operation, and OSERS is that kind of oper-
ation, each one of its grantees is a part of a total operation. It is
more important to have written goals, and more important to have
a communication structure that is functioning very well than it is
if you have all the employees in one place and the unit function as
one.

Mr. GAINER. I certainly think it is important——

Chairman Owens. The fact that it has grantees and gives out
money and is the.del1. ary unit, does not lessen, but increases the
need for improved communication and written goals and objectives.

We will come back to the question.

Mr. GAINER. Okay. I would agree with Mr. Bartlett that it would
inappropriate fur them to have written goals that went right down
to the local level. I think their goals have to relate to their princi-
pal functions which are policy-setting, monitoring and grant man-
agement, and that is where they——

Mr. SmrtH. I have been trying to listen and be educated here——

Chairman OweNs. I yield to Mr. Smith.

Mr. SmiTH. Before we continue, it would not only be inappropri-
ate—let’s get it straight—it would be war with the governors and
the legislators and the local school boards of this country. What we
are talking about is if it didn’t exist is that there are other people
with other responsibilities and other laws that governor them and
that makes my concern about this study.

It is not whether or not you have accurately identified some
problems, but whether it reflects and understands the context
within which this enterprise at its various levels operates and the
enormous restraints that it operates under.

I don't see yet that we have that understanding. I am not after
you. I just want to be clear with the other members at least that it
1sn’t a question of inappropriateness; it is a question of intergov-
e.nmental relations. Jt is a question of children. It is a question of
teachers, a question of money, and the people who operate at the
Wash’1gton end of this spectrum have a very different and I know
very difficult job that in all doubt can be done better.

It doesn’t do us any good to evaluate them over here without un-
derstanding the world that they are effecting and, in fact, trying to
be part of sometimes effectively, sometimes not.

Mr. GAINER. Let’s go on to the next chart here. Another area
that we commonly look at when we look at the management of an
organization is human resource management. If the people in an
organization such as OSERS which have policy setting and moni-
toring responsibilities are not well prepared to carry out those
functions, then that organization will not function well.
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If the organization does not tend to its human capital, over a
period of time that human capital deteriorates just as physical
equiﬁment and that organization will not function as well.

When we look at the concerns that employees had and then go
back in and look ourselves at those problems, we found a number
of areas here where people had significant concerns. One was
whether the training they received was adequate and another was
whether not vacancies were filled promptly and that in many
cases, vacancies were filled on an acting basis for a long period of
time.

When vacancies are filled in that manner, it generally is expect-
ed to have a deleterious effect on the organization. Now, we did not
try and make a judgment as to whether or not it did, but the em-
gloyees of OSERS itself and the state directors of vocational reha-

ilitation and state directors of Special Education told us that
these vacancies that I show here were having an impact on the or-
ganizational effectiveness both at the Federal level and in the state
programs.

Mr. BARTLETT. Mr. Chairman, if I could interrupt? I didn’t liter-
ally understand what you said. You said you did not determine b-
jectively whether the vacancies ‘were filled or you did?

Mr. GAINER. Mo, no. We didn’t try to determine whether specific
vacancies were having a deleterious effect on the organization’s
management

Mr. BArTLUTT. You did not?

Mr. GAINER. We did not. However, it is sort of a principle that if
you have your key positions vacant, you are not going to be able to
make decisions. You are not going to be able to develop policy. You
are not going to be able to accomplish your mission.

The thing that usually hurts the most is policy change or impor-
tant decisions. In this case, we looked at 13 percent of the jobs in
OSERS, the top 13 percent or 56 positions here and at the begin-
ning of last year, 21 out of the 56 or almost a third of the key posi-
tions—by key positions, I mean component heads, division chiefs,
regional commissioners and branch managers—21 out of those 56
positions were vacant, even after that problem had been highlight-
ed by your hearings and by our queries about exactly how many of
the positions were in that situation.

We found a year later that 14 or about 25 percent of the posi-
tions were still vacant or held by acting managers. In terms of the
impact of that, 84 percent of the response to our questionneire said
that those vacancies or acting positions were a serious problem and
55 percent said that when they had a vacancy, a critical vacancy in
their organization, it was impossible to fill that organization in a
timely fashion.

In talking to state directors, say voc rehab directors, for example,
51 were aware of the vacancy problem. That is, 51 out of 51 said
that they were aware of the vacancy problem and 37 of the 51 said
that it was having a negative effect on the accomplishment of their
state program objectives.

In terms of training and development programs, one in six of
OSERS employees or less in one of six of the OSERS employees
said that they felt that the training that they received was useful
to them in doing their jobs or in their professional development.
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They cited problems such as inappropriate training plans for in-
dividual employees, lack of commitment to training by OSERS offi-
cials and cuts in training funds which, of course, is more likely a
departmental problem than an OSERS problem in and of itself.

n terms of the single largest function of the Office of Special
Education cnd Rehabilitation Services, that is, grant management,
we asked a .umber of questions which were aimed specifically at
those people who have grant management responsibilities.

Three hundred and thirty-eight million dollars of OSERS’ budget
goes to discretionary grants and there are more than 2,000 of those
grants at any given time. As this chart shows, of those people who
were involved in the grant management process at OSERS, most
felt that they were adequately carrying out their grant manage-
ment responsibilitie., that is, grants were awarded promptly, but
when you looked at whether or not grant monitoring, grant per-
formance was a serious problem, 48 percent of those said that it
was a serious problem.

Another significant number said that they were not sure, and a
fairly small number said that they thought that ﬁrant manage-
ment was not a problem. For formula grants, which is something
in the neighborhood of three plus billion doilars, we also got the
same kind of response from those employees and it was prett
much mixed among the two components, OSEP and RSA, whic
administers these various grants.

In terms of monitoring and here I would like to just give some
perspective. It is clearly impossible to monitor 28 or 24 hundred
grants on-site every year, so I am fully aware that that cannot be

one.

Most of the monitoring of these programs is done by the—that is,
the discretionary grants—is done by telephone and the telephone,
we know from history when we try to audit over the telephone, we
don’t always get quite the right answer. I think the most signifi-
cant thing, however, is not the percentage of grants that are moni-
tored on-site, and I think a low percentage is a problem, but I think
the most significant thing is that the people charged with that re-
sponsibility here felt it was a problem and even the people who are
monitored at the state level, the state directors, felt that monitor-
ing was generally a problem, that monitoring was infrequent and
monitoring is valuable to these state people because it answers
questions that they have uncertainties about in terms of the way
they are operating.

In addition, they felt that once they were monitored, it took
much too long to get their monitoring reports and I just gave a
couple of examples. For the Office of Special Education Program,
statistics show that their grants were monitored on average more
infrequently, so infrequently that it would be more than four years
between any kind of on-site monitoring.

. Once they had monitored one of these state programs, it would
be between one and three years before a final report was issued. I
think that is a problem. It is pointless to even spend the money on
the trips or the travel to monitor and not feedback to these organi-
zations whether or not there are problems of compliance with law
or whether they could be operating in a better way.
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Let’s go—since I have been talking a little bit about the state re-
lationships, I would just like to move on to that question. Here we
have some mixed results but the problem that came up most often
was this monitoring problem. Nearly half of the state special edu-
cation directors were critical of rrcgra— monitoring.

It was either too infrearcut or to-. »w or they couldn’t get a
final report that would give them s « ,re card on how well they
were doing. The vicational rehab directors were more critical of
program directi_a than policy guidance.

One of the things that was pointed out to us as we did this study
was that th.e field operating manual for RSA had not been updated
for 14 yrars. That means that it would go back before some signifi-
cant changes in law.

In both groups—and this is another question, technical assist-
ance is another question——

Chairman Owens. What was the last statement?

Mr. GAINER. About technical assistance or——

Chairman OweNs. Field operations manual.

Mr. GAINER. The field operating guide for RSA had not been up-
dated in 14 years and I said that a lot of things have changed in
the rehabilitation area and in this whole field in the last 14 years.

Chairman OweNS. In that law?

Mr. GAINER. Yes, in law and in practice at the state level as well.
On the question of technical assistance and this is one where I
think the state/Federal relationship and the distribution of re-
sources and the way we have chosen to operate this program raises
a serious question about whether or not you can do a better job on
technical assistance.

I don’t know to the extent—I don’t know how well 450 people
can do at providing technical assistance to the thousands of grant-
ees and the 51 state education associations or agencies.

However, it is perceived as a problem by these state directors.
They complain about it. They feel they need it, and I think it is an
area where some look at whether or not there is a more appropri-
ate role, which is feasible given resources, could be implemented in
terms of technical assistance.

Let’s go to the next chart here. This is kind of an overall ques-
tion as to whether or not the states receive the kind of policy guid-
ance and direction that they believe they need.

We asked one question about goals and objectives of the organi-
zation, and here I think this goes to the heart of the question that
Mr. Bartlett was getting at, to what extent is this important, this
goal-setting at the state and local level?

Well, these state directors were concerned about the goal-setting
and in the case of special education, they felt that the overall goals
were set and that they understood them and that they were posi-
tive and useful.

When you look at vocational rehabilitation, however, you have
about the same number that said it was very well or well for spe-
cial education, saying that it was poor or very poor in the area of
vocational rehabiliation.

I have, I think, one last chart. This is a question which—maybe
this is the question that the department has in mind when ‘t says
that any questions are methoduvlogy. This was a bone of contention
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when we asked this question and that’s asking \he employees of an
organization to make some kind of general judgment about how ef-
fective the Jeadership of that organization is.

Now, you can say that asking that question is like asking the
convicts in a prison whether or not they like the warden, but I
don’t think it is the same thing because the perceptions that the
employees of an organization have of the leadership of that organi-
zation are very important in terms of whether they are going to get
behind that organization in trying to achieve its goals.

So, this is a diagnostic question. It doesn’t tell you what your
problem is, but it definitely tells you that there is a problem and it
gives you a sense for all things considered. See, we asked a lot of
questions about specific problems and any organization will have
specific problems.

If you go in and ask my people whether I pay enough attention
to staff development, the answer is about 50 percent no because we
do that every year, but when you ask about the overall leadership
of this organization, 79 percent said that in recent years, the over-
all management approach had had a negative effect on the effec-
tiveness of this organization.

That is all I have at this point.

(The prepared statement of William J. Gainer follows.]
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SUMMARY OF GAO TESTIMONY BY WILLIAM J. GAINER
ON_THE MANAGEMENT OF THE
OFPICE OF SPECIAL EDUCATION AND REHABILITATIVE SERVICES

GAO's testimony summarizod its recently completed audit work on the
management of the Department of Education's Office of Special Education
and Rehabilitative Services (OSERS). GAO's findings are based on (1)
perceptions of OSERS managers and senior staff obtained through 187
questionnaire responses and (2) interviews with state directors of
vocational rehabilitation and special education regarding program
leadership, responsivenass to state needs, and quality of services
provided to the states.

Significant management-related concerns were identified by OSERS and
state officials in the following areas: "

GOAL SETTING PROCESS. The majority (60 percent) of OSERS respondents
believed the Office of the Assistant Secretary for Special Education and
Rehabilitative Services had done a poor job of establishing OSERS-wide
goals, coordinating activities among OSERS components (the Office of
Special Education Programs, the Rehabilitative Services Administration,
and the National Inastitute on Disability and Rehabilitative Research),
and responding to program concerns raised by senior OSERS officials,
regional offices, and constituents.

PERFORMANCE MANAGEMENT WITHIN COMPOMENTS. OSERS components generally
develop operational plans in support of anticipated budget expenditures
rather than strategic plans for multi-year periods by, among other
things, (a) analyzing the organizational environment, (b) assessing
organizational strengths and weaknesses, (c) considering altornatives,
(d) establishing clear objectives, (e) assigning responsibility, and (f)
establishing feedback mechanisms. This lack of strategic planning very
likely makes it more difficult to manage the organization and
subsequently to assess the performance of organizational components.

HUMAN RESOURCE MAMAGEMENT. More than 75 percent of OSERS respondents

indicated that staff vacancies, staff in acting positions, and the lack
of appropriate training courses and/or accass to training were problems
which affect OSERS' ability to achieve its program goals and objectives.

GRANTS MANAGEMENT. Despite the fact that virtually all of OSERS annual
budget is to award and administer discretionary and formula grants to
states and other entities, nearly half of OSERS respondents with grant
responsibilities believed there were serious problems in evaluating and
monitoring discretionary and formula grant performance. These protlems
were attributed to factors such as limited staff resources and the
unavailability of travel funds.

FEDERAL/STATE RELATIONSHIPS. Nearly half of the state special education
directors were critical of OSERS program monitoring. Over sixty percent
of the state vocational rehabilitation directors believad the office of
tha Assistant Secretary had done a poor job of establishing national
goals and objectives for handicapped individuals. Both groups of gtate
directors were disappointed with OSERS' limited technical assistance.
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Mr. Chairman and Members of the Subcommittea:

We are pleased to be here today to discuss cur recently complated
audit work on the management of the Department of Education's
Office of Special Education and Rehabilitative Services (OSERS)
programs and activities. I am accompanied by Fred Yohey, GAO's
Assistant Director for Elementary and Secondary Education Issues,
William DeSarno, our assignment Manager for our special education
w#ork and Darlena Bell, the Evaluator-in-Charge for this
ausignment.

Effective management systems are critical to the Department's
ability to accomplish its mission. Traditionally, the Department
has operated as a conglomerate of largely independent entities.
Strategic planning and program management have been delegated to
various assistant sacretaries. Our work over the last two years
has shown that an effective management system has not been
established within the Department of Education. For example,
senior officials did not establish the subsidiary goals
envisioned by the past Secretary of Education to implement the
broad philosophical guidance regarding Department programs,
GAO's work at other departments has shown that thare are a
variety of ways to structure and operate such a "stratagic
management” system and the need to strengthen Department
management in this and other ways .as discussed in our report
Cducation Issues (GAO/0CG-89-~18TR, November 1988).

Our work specifically on OSERS management issues was initiated at
your request subsequent to OSERS oversight hearings you held in
November 1987. After meeting with you and your staff, we agreed
to study the perceptions of OSERS managers and senior staff
regarding selected management activities. It was anticipated
that our study would aid the subcommittee in its oversight
function and would be useful to the incoming administration.

In August 1988, we mailed a questionnaire to 258 OSERS
headquarters and field managers and senior staff to obtain their
views on OSERS management. The questionnaire was developed
using a more genaeral approach designed by our office for
department-wide management studies at the Departments of Labor
and Health and Human Services as well as the Social Security
Administration. The approach was modified by adding questions
specific to OSERS' mission. We received 187 completed
questionnaires for an overall response rate of 75 percent. We
also interviewed state officials who implement programs receiving
OSERS funding--state directors of vocational rehabilitation and
state directors of special education. Once the questionnaire
tesults were analyzed, we discussed our findings with component
heads and saveral division directors and branch managers to giin
additional insights into OSERS management practices.
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In January and February 1989, we provided briefings to you, the
Ranking Minority Member, and subcommittee staff as well as senior
OSERS officials on our preliminary findings. Comments on our
draft report were received on September 5, 1989 from the
Department of Education. They generally agreed with our findings
and said they were planning actions to address the management
concerns identified. Our final report will be issued within the
next several weeks.

BACKGROUND

As you know, the Office of the Assistant Secretary for Special
Education and Rehabilitative Services providas overall guidance
and direction to three OSERS components with distinct missions.

o The Office of Special Education Programs provides grants to
assist states in providing a free appropriate public education
and related services to children with handicaps.

o The Rehabilitative Services Administration providex funds to
state vocational rohabilitation agencies to help physically and
mentally disabled persons become gainfully employed.

o The National Institute on Disability and Rehabilitation
Research provides discretionary grants to states, public and
private agencies, and other organizations to support
research, demonstrations, and related activities.

OSERS' fiscal year 1989 budget is $3.7 billion. This represents
about 17 percent of the total Department of Education budget.
The organization is authorized 425 full-time positions: 136 in
the Office of Special Education Programs; 213 in the
Rehabilitative Services Administration; 33 in the National
Institute on Disability and Rehabilitative Research; and 43 in
tha Office of the Assistant Secretary.

Our work focused on the period--July 1983 through May 1989--whean
Ms. Madeleine C. Will served as Assistant Secretary. Between
March 1984 and November 1986, Ms. Will established several broad
goals upon which to concentrate OSERS activities--(l) transition
from school to work for students with disabilities; (2) supported
employment for adults with severe disabilities; and (3) education
of students with learning disabilities.

RESULTS IN BRIEP

In general, we found significant concern among OSERS managers and
senior staff regarding the management of OSERS programs and
activities. Over three-quarters of OSERS managers and senior
staff responding to our questionnaire believed that the overall
management approach within OSERS had a negative effect on the
day-to-day operations of their organizational units. A primary
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teason for these negative feelings was the perception of an
excessive involvement in component activities by the Office of
the Assistant Secretary. These fselings were expraessed by
substantial numbers of managers and senior staff in all OSERS
components.

GAD  Overview of Findings

Problems identified by
OSERS and state officials

Inadequate goal setting
Lack of strategic plans

Staff vacancies and training
«Infrequent grantee monitoring

- *Strained state relationships

Through our analyses of questionnaire responses and discusaions
with state officials, problems were identified in OSERS'
management of its (1) goal setting process, (2) performance
management system, (3) human resources management system, (4)
grants management system, and (5) relationships with state
officials. Sperifically,

«=- The majority of OSERS respondents (60 percent) said that the
Office of the Assistant Secretary had done a poor job of
ostablishing goals, coordinating component activities, and
responding to program concerns raised by senior OSERS
officials, regional offices, and constituenta.
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GAO OSERS Goal Setting Process
Most respondents said OSERS
top management inadequately
«involved staff in goal setting
eestablished realistic objectives

«coordinated activities with
components

‘responded to major concerns
of senior managers

While OSBRS initiatives were said to generally relate to the
broad goals established by the former Assistant Secretary, no
component subobjectives were identified, and no implementation
milestones were established. Consequently, no one was held
responsible for carrying out tasks necessary to schieve the broad
goals. Thete was also no process for routinely invelving key
managers and staff in setting goals.

According to senior officials, progress in achieving OSERS goals
was monitored by the Assistant Secretary primarily through
discussions at weekly meetings with top OSERS officials and
managers, and by tracking timeliness in completing various tasks
such as awarding discretionary grants. Thesa officials told us
that no record of the OSERS components' progress was maintained--
components did not provide progress reports and minutes of the
weekly meeting discussions were not prepared. Officials told us
that feedback from the Assistant Secretary's office to OSERS
officials was informal and consisted of periodic memos to remind
OSERS officials of approaching deadlines, such as obligating
funds to grantees on schedule.
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GAO  Management of OSERS
Components

Components lack critical
elements of strategic planning
such as

Setting a reasonable number
of major goals

*Monitoring progress against
the goals

Providing managers periodic
. feedback on success .

PERPORMANCE MANAGEMENT WITHIN OSERS
COMPONENTS DIFFICULT TO MBASURE
WITHOUT A STRATEGIC PLAN

The performance of OSERS components is also difficult to measure
because the components neither develop component-wide strategic
plans with specific goals and objectives nor establish and
implement a system to measure progress against such goals.
Several important elements of an vIfective strategic plan are
noted in the chart above. 1Instead, each component devalops
operational plans of varying levels of detail which were balieved
to be linked in a general way to the broad OSERS goals
established by the Asaistant Secretary. Thus each OSERS
component informally planned its own activities.

None of the OSERS components develop stratagic plans with
measurable performance objectivis. The Rehabilitative Services
Administration had strategic plaus for fiscal years 1986 through
1988 but a plan was not developed for fiscal year 1989 hecause of
leadership and staffing changes. with the exception of these
efforts, other components' plans we reviewed were what we would

s
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characterizn as operational in nature and focused on the annual
budget process. .

The lack of an OSERS-wide strategic planning system linking the
objectives of OSERS' components to the goals of the Assistant
Secretary makes it difficult to track component progress. As a
result, we were told by OSERS officials that progress is
determined by component heads through (1) regularly scheduled
meetings with key staff, (2) personal involvement in comp~nent
activities, and (3) tracking operational milestones established
by compunents to see, for example, whether formula and
discretionary grants are awarded by predetermined dates.

Management at Onit Level
Within OSERS Components -

Most questionnaire respondents said that at the division and
branch unit level, units had operating plans which helped then
manage their individuval programs and activities on a day-to-day
basis. These operating plans included elements such as (1)
objectives for apecific programs and activities (2) tasks to be
performed, and (3) timeframes.

However, many respondents cited hindrances in implementing their
plans. For example, 81 percent of tha questionnaire respondents
stated that certain management practices, such as the former
Assistant Secretary's micromanagement of the travel approval
process negatively affected their ability to manage. Othar
factors cited included insufficient staffing, inadequate
authority to make decisions, and inadegquately trained staff.

HUMAN RESOURCE PROBLEMS
ALSO SAID TO RESTRICT
ORGANIZATIONAL ACHIERVEMENT

We asked about personnel matters that could affect OSERS' ability
to achieve unit level objactives, and found that three quarturs
of the respondents indicated problems in these areas: staff
vacancies, the placement of staff in acting positions, and the
lack of adequate training courses and/or access to training.
§imilar concerns ware expressed by state directors of special
education and vocational rehabilitation who said staff vacancias,
staff in acting positions, and poorly trained OSERS staff were
havin; a negative impact on their states' ability to achieve
program goals.

For example, the practice of designating personnel to serve in
acting capacities for long periods cf time generally created an
environment in which important decisions were delayed, such as
the approval of state plans and the level of program funding to
be provided. This situation also provided no incentive to engage
in long=-term planning or to start new program initiatives.
information developed by our staff in February 1988 indicated
that 21 of 56 key OSERS positions (component heads, division
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directors, regional commissioners and branch managers) were
vacant or being filled on an acting basis as of the end of
January 1988. At that time, several regional Rehabilitative
Services Administration commissioner positions had been vacant
for over a year.

Information obtained from OSERS in February 1989 indicated that
some improvement had occurred but that 25 percent (l14) of the
positions were still vacant or filled with acting managers. The
vacancies and positions filled on an acting basis in January 1988
and February 1989 are shown in the graphic below.

GAO OSERS Personnel Management

14 of 56 key positions
remained vacant or filled on
acting basis as of Feb. 1989

»
»
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The majority of state directors for rehabilitative services (37)
and state directors for special education (31) also told us that
vacant managerial positions and persons functioning in an acting
capacity in OSERS were having a negative effect upon their
programs at the state level. Some specific examples included (1)
states' inability to get technical assistance and advice on
programs, (2) delays in the Office of Special Education's
monitoring activities and (3) slow approval of state plans
causing disruptions at the state level and generally creating an
unstable atmosphere.

Overall, eighty=four per:ent of the OSERS questionnaire
raspondents idantified vacancies as a problem and 55 percent said
that their components could seldom f£ill critical vacancies when
they occurred. The reasons mentioned mogt frequently as
contributing to this situation were Department and QSERS
procedures, such as no payment for relocation expenses of new
employees; limited promotion potential of advertised positions;
and the uncooperative attitude of OSERS' administrative staff
responsible for f£illing such vacant positions.

Most questionnaire respondents said the omployee turnover rate
for managers and senior staff was too high. They believed that
such turnover had decrwvased the number of Qqualified staff in
their units, decreased OSERS efficiency and effectiveness, and
greatly decreased eamployee morale.

Ineffective Training and
Developmant Programs

Training and development programs were generally viewed
nagatively by managers and senior staff. Less than one in six
respondents believed thz'. Department sponsored internal training
and development programs nad been effective in improving their
performance. The conditions cited most frequently by the
respondents as detracting from the effactiveness of Department
sponsored internal training and development programs were:

== inappropriate training plana for individual employees;
== lack of commitment t> training by OSERS officials;
= cuts in training funao,

In discussions of the issue with OSERS' component heads, division
directors and branch chiefx, we were told that any OSERS employee
can have an individual training plan prepared if they desire one.
However, the training courses available through the Department's
Horace Mann Learning Center in washington, D.C. include
managerial and administrative courges only. The center does not
offer, nor was it established to of.er, training in specialized
subject matter related to spacial education or vocational
rehabilitation issues which employees say they want and need in
ozrder to keep current in their profession.

9
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Several division directors and branch chiefs also told us that
travel would not be approved by the Office of the Assistant
Secretary to attend out of town seminars and conferences to
obtain such specialized training because of budget restrictions.
* In addition, OSERS' regional staff could not attend courses at
the Hozace Mann Learning Center in Washington. D.C. because OSERS
funds wers not available to pay their travel costs or per diem
expenses.

STAFY AVAILABILITY AND TRAVEL

PUNDS CAUSE SERIOUS PROBLEMS
IN MONITORING GRANTER PERFORMANCE

Despite the fact that virtually all of OSERS annual budget is to
award and administer discretionary and fosmula grants to states
and other entities, questionnaire respondents with grant
responsibilities believed there wern serious problems in
evaluating and monitoring discretionary and formula grant
performance. These pProblems are attributed to limited staff and
the unavailability of travel funds. Our primary findings
:;ga:dgn the OSERS grant managemant system are noted in the
chart below.

GAO OSERS Grants Management

Grant managers reported

*Grant award procedures
generally followed (69%)

*Monitoring grant performance
was a serious problem (48%)

*Availabie travel funds limit
monitoring activities

19
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Discretionary grants

For example, during fiscal year 1988, OSERS awarded 2,366
discretionary granta totaling over §338 million. But, telephone
discussions were the most common method used for monitoring
grants according to OSERS component heads and 88 percent of 128
QSERS respondents and on-site visits were only occa~ionally
conducted. OSERS officials told us that in fact on-site
monitoring visits were conducted for about 5 percent of their
discretionary grants during fiscal year 1988, According to our
quastionnaire results, 26 of 8¢ respondents said that the
frequency of discretionary grant on-site visits in their areas
was at best every 5 years apart. In addition, 21 respondents
reported that some discretionary grants were never monitored on-
site. -

Pormula grants

About 90 percent of OSERS' §3.7 billion £iscal year 1989
appropriation is devoted to formula grants. PForty of the 85
questionnaire respondents with formula grant responsibility
identified monitoring compliance as the most serious problem in
the formula grant cycle. However, the problem seemed to be more
prevalent in the Office of Special BEducation than in the
Rehabilitative Services Acministzation. (The National Institute
of Disability and Rehabilltation Research does not administer
formula grants.) As with discretionary grants, insufficient
travel funds and staff vacancies were again cited by many
respondents as the primary causes of this problem.

Monitoring procedures differ between OSERS components. According
to OSERS officials, formula grants are monitored by agency
officials at grantee locations every year by the Rehabilitative
Services Adninistration and 4 or more years apart by the Office
of Special Bducation Programs. Reports are prepared and issued
to grantees after monitoring visits are completed. Fifty of 74
respondents tn our questionnaire indicated that it ganerally
takes 90 days or leas to prepare and issue monitoring reports but
19 of the 13 Special Education grant management staff indicated
that it took from one to three years to prepare and issue final
monitoring reports. The time required to prepare and issue a
monitoring report in the Office of Special Education appeared to
us as unreasonable.

Information provided by OSERS officials indicated that 9 of 11
state special education agencies visited by the 0ffice of Special
Education during fiscal year 1987 had not received final written
moni toring reports as of Pebruary 1989. These delays were
attributed by respondents to slow departmental clearances and
staff unavailability. This information was buttressed by
information from our telephone survey of state special education
directors who told us that receiving formal monitoring feedback
was one of the most critical problems in their relationship with
the Office of Special Education. Their comments indicate that

11 ’
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the 0ffice of Special Education was not supportive of their
states' need for responsive and timely feedback. Nearly half
{24) of these state directors said it sometimes took two or more
years to receive a final monitoring report. -

STRAINED OSERS' RELATIONSHIP
WITH STATE AGENC.'RS

Comments from state directors of special education and vocational
rehabilitation agencies identified several problems regarding
their states' relationship with OSERS. Most speacial education
directors shared the ssme concern as OSERS respondents concerning
program monitoring carried cut by the Office of special
Education.

-

GAO Relationships With State
Agencies Strained

. Special education directers
critical of program monitoring
(24 of 51)

« Vocational rehabilitation
directors critical of program
direction and policy guidance
(33 of 51)

« Both groups considered
technical assistance limited
. (53 of 98)

The majority of vocational rehabilitation state directors'
comments were negative regarding OSERS management. Vocational
tuhabilitation state directors were critical of OSERS program
direction, policy guidance, and particularly RSA's technical
assistance. The overall views of these state officials are
reflected in the chart above.

12
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Program Direction and Policy Guidance

As shown in the chart below, state officials had mixed views
regarding the establishment of OSERS goals. The majority of
special education state directors (33 of 51) were pleased with
the goals established by thLe former Assistant Secretary for
persons with handicapping conditions. However, the same number
of state vocational rehabilitation directors told us that the
Office of the Assistant Secretary had done a poor job in
esteblishing national goals and objectives for handicapped
persons. Many vocational rehabilitation directors believed that
their expertise and comments had been disregarded in setting
goals for the Rehabilitative Services Administration. 1In
addition, eighty percent of the state vocational rehabilitation
directors stated that the federal/state partnership between their
gtate agencies and the Rehabilitative Services Administration
headquarters had deteriorated or in effect "ceasid to exist".

On the other hand, RSA regional offices were generally viewed
favorably by vocational rehabilitation directors.

G0 Mixed Views on Establishing
Program Goals and Objectives

Number of . Number of

“9oeclal Vocational
Equcation Rehabilitation
State Directors State Directors

Very well 9 2
Well 24 5
Neither well
nor poorly 10 11
Poorly 6 18
Very poorly 1 15
. No basis to judge 1 0
Total # of .
_ respondents 51 ' 51
13
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Written OSERS policy guidance provided to the states was
generally characterized as moderately useful but untimely.
Thirty-three of 51 state special education directors told us that
the written policy guidance received from the Office of Special
Education Programs was untimely. Similarly, 43 of 51 state
vocational rehabilitation directors said the Rehabilitative
Services Administration's policy guidance was untimely. The
Rehabilitative Service Administxation's policy manual, for
example, has gone without a major revision for 14 years. While
considered moderately useful, written OSERS policy guidance was
veriously characterized by state directors as sporadic,
incidental, and outdated. These directors said that this caused,
among other things, problems in determining who was considered
eligible to receive rehabilitation services.

Technical assistance

State directors of both vocational rehabilitation and special
education agencies were critical of OSERS technical assistance,
For example, according to atate vocational rehabilitation
directors:

== sixty-three percent said Rehabilitative Services
Administration staff generally were unaware of the kinds
of rehabilitative services needed in their states;

== forty-five percent believed that this lack of knowledge
results from Rehabilitative Services Administration staff
being inexperienced and improperly trained; and

-= fifty-five pvrcent believed that the Rehabilitative
Services Administration's staff's lack of expertise has
had a negative effect on their ability to achieve state
program goals because they frequently cannot get needed
guidance or needed technical assistanca.

OVERALL PERCEPTIONS
ON OSERS' MANAGEMENT

As reflected in the following graphic, 79 percent of OSERS
managers and senior staff responding to our questionnaire
believed the former Assistant Secretary's overall management
approach negatively influenced the management of their
organizational units. Many officials said that the former
Assistant Secretary's overall management approach had a very
negative effect on their unit operations. Specific explanations -
cited by respondents included (1) too much intervention ang
micromznagement of component activities, (2) lack of professional
respect toward the staff, and (3) failure to support
Rehabilitative Service Administration goals. Nine of 184
respondents (5 percent) indicated that the former Assistant
Secretary's overall management approach had a positive effect on
their units' daily management.

14
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GAO Effect of Overall Management
Approach on Unit Operations

Most reported negative effect

i! ‘! %1

{

Respondents' comments regarding issues requiring OSERS' top
management attention were consistent with information we obtained
through our analysis of questionnaire responses, where most
respondents generally believed that the 0ffice of the Assistant
Secretary was too involved in component activities such as
setting pciicies, allocating resources, program management and
particularly administrative operations. Other problems receiving
frequent mention were their perceptions that the former Assistant
Secretary lacked respect for staff; infrequently recognized
smployees' abilities; provided poor leadership; and maintained an
ineffective organizational structure. A need for better
communication and cooperation between the Assistant Secretary's
office and the three 0SERS components was also mentioned
repeatedly.

That concludes my prepared statement. My colleagues and I will
be happy to answer any questions you or other members of the
Subcommi ttee may have.

.18
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Requests for copies of GAO reports or testimony should be sent
to:

U.S. General Accounting Office

Post Office Box 6415

Gaithersburg, Maryland 20877

Telephone: 202-275-6241

The first five copies of each report are free. Additional copies
are $2.00 each,

There is a 25% discount on orders for 199 or aore copies mailed
to a single address.

Orders must be prepaid by cash or by check or money order made
out to the Superintendent of Documents.
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Chairman OweNs. Thank you. Mr. Secretary.

Dr. DaviLa. Thank you, Mr. Chairman, for th: warm welcome
that you extended to me earlier this morning and I want to thank
the members of this subcommittee also for the opportunity to come
here for the first time as Assistant Secretary.

Generally speaking, I have very positive opinions about special
education and vocational rehabilitation in this country. As you
may well know, I am a product of special education and vocational
rehabilitation.

My elementary and secondary education was in special educa-
tion, as well as my undergraduate training at Gallaudet. In addi-
tion, part of my doctoral studies were supported by vocational re-
habilitation on a fellowship grant.

So, I come to my new responsibilities without any illusions that
it is going to be a simple task. I have assumed enormous responsi-
bilities, but I welcome the challenges presented by this position,
and I enter into these responsibilities with optimism.

I am aware of the internal Froblems concerning OSERS. The
Eroblems have been very clear y enunciated this morning and I

ave reviewed these problems, discussed them at length, and I am
going forward to provide the strongest possible leadership to
OSERS as I begin my duties.

Although we have questions about the methodology on which ihe
GAO report was based, many of the conclusions in the report are
consistent with my own assessment of management prob:; ms in
OSERS.

In particular, I have concerns regarding excess centralization of
authority, lack of collegiality and meaningfully shared decisions
thut involve the staff in the decision making process, both commu-
nication internally and externally, and problems with obtaining
and allocating organizational resources.

We recognize that the complex and persistent management prob-
lems of OSERS cannot be solved immediately. Howaver, the new
management team in OSERS considers returning sound manage-
ment practices and improved morale to OSERS to be one of its
highest priorities.

t is important to note that despite the problems identified by
the GAO, OSERS has continued to award and administer programs
in appropriations of approximately $3.7 billion per year. Funds
have been obligated to grantees on schedule and services to stu-
dents and clients have not been interrupted.

As a result of our review of the needs of OSERS, we are planning
corrective actions to address areas related to goal setting, manage-
ment of human resources and in the grant-maiing process, and our
relationship with the States.

OSERS will develop a set of cross-cutting goals intended to pro-
vide a conceptual framework for the administration of programs
and the allocation and use of Federal resources.

These goals complement and help guide the more specialized and
shorter-term plans now used for budgeting, grants and contracts
scheduling and management, program monitoring, and the develop-
ment of regulations.

I have already conducted a one-day retreat with my senior man-
agement team to begin the process of developing OSERS-wide goals

}
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;iveé’ designed to better measure the use and effect of Federal
unds. -

For example, evaluation criteria for making new awards and con-
tinuation awards are being reviewed to determine how grantee per-
formance may be better linked to funding. The ‘“Accountability Ini-
tiative” is expected to result in more extensive monitoring of grant-
ees.

In addition, it is our intention to place the monitoring of the
EHA-B program on a more timely and systematic basis. Great
progress has been made in reducing a backlog of final reports.

We expect to make available shortly a prospective schedule of
EHA monitoring visits and believe that sufficient resources will be
available to meet this schedule.

Another area to address is the provision of technical assistance
to the states. The Office of Special Education Programs (OSEP) has
initiated efforts to review the role of clearinghouses, institutes, re-
gional resource centers, and other projects that provide techaical
assgistance to the field.

OSEP will identify and implement strategies to better link, co-
ordinate, and expand OSEP technical assistance and leadership ef-
forts to the field as well as to better interface with RSA, the Na-
tional Institute on Disability and Rehabilitation Research, and
other offices within the Department of Education.

The Fiscal Year 1990 RSA workplan will include a technical as-
sistance component. The new RSA Commissioner regards thke provi-
sion of timely technical assistance as = top priority because of its
preventive qualities.

We believe that our new management team, which includes
three senior managers with extensive experience in state govern-
ment, will effect changes which will improve relations with state
agencies.

Our planning activities will be designed so that our state part-
ners will have full opportunity to have their views considered. I be-
lieve we are making a fair, frank, and honest assessment of organi-
zational and management problems in OSERS.

The GAO survey of employee and constituent perceptions has
been useful in this process. I hope I have been able to give you
some sense of the many positive and constructive changes that are
happening in OSERS which I believe will improve our performance
in a number of important areas.

I would be pleased to answer any questions you might have.
Thank you.

[The prepared statement of Dr. Robert R. Davila follows:]
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Mr. Chairman and members of the Subcommittee, thank you for the
opportun{ty to appeii before you today to discuss the management

of the Department's special education and rehabilitation programs.

Let me first say how pleased I am to be representing the

Department, and the Adminlstration, working in a leagership role
in a program area to which I have devoted my professional career.
I hope that this hearing will be the first of many in which I can
work with the Subconmittee to improve the effectiveness of programs

for Americans with disabilities.

Although we have questions about the methodology on which the GAO
report was based, many of the conclusions in the report are
consistent with my own assessment of management problems in OSERS.
In particular, I have concerns regarding excess centralization of
authority, lack of collegiality and meaningfully shared decision
making, poor communications internally and externally. and problems
with obtaining and aldocating organizational resources. We
recognize that the complex and persistent management nroblems

c¢' OSERS cannot be solved,iﬁmediately. However, the new management
team in OSERS considers returning sound managem:nt practices and

improved morale to OSERS to be one of its highest priorities.

It is important to note that despite the problems identified by
GAO, OSERS has continued to award and administer program
appropriations of appsoximately $3.7 billion per year. Funds
have been obligated to grantees on schedule and services to

students and :lients have not been interrupted.
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As a result of our review of the heeds of OSERS, we are rlanaing
corrective actions to address areas relating to goal-setting.
management of human resources and the grant-making proce:s, and our
relationship with the States.

OSERS will develop ; set of cross-cutting goals intehded to provide
a conceptual framework for the administration of programe and tge
allocation and use of Federal resources. These goals will
complement and help guide the more specialized and shorter-term
plans now used for budgeting, grants and contracts scheduling and

management, program monitoring, and the development of regulations.

I have already conducted a one-day retreat with my senior
management team to begin the process of developing OSERS-wide goals
and objectives, We intend to establish a management system in
OSERS that can measure our success in achieving these goals. I
have also asked senior management officials of OSERS to meet with
their key staff to develop additional goals and objectives for each
of the OSERS components-'.These goals will be developed in full
consultation with the professional staff in the three OSERS
components, and with the rehabilitation, special education, and
research cammunities. Rebabilitation Services Cammissioner

Nell Carney, for example, has already begun to solicit input from

State agencies and other organizations on a strategic plan for RSaA,
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The management relationships between the Office of the Assistant
Secretary (OAS) and the OSERS componcnts are anotﬁer major area of
concexn. As a first step in improving management relationships,
it is our intention to move to a more decentralized management
style. My management philosophy has always been to give

senior managers the authority to do théir jobs and hold them
accountable for the results., We have already taken several actions
to pursue a more decentralized m@nagement approach. For example,
most requests for travel no longer require the approval of the
As§istant Secretary. This authority has been delegated to the

N

individual component heads.

I meet on a réqular basis with senior management officials to
review OSERS-wide issues and problems. Each of the component heads
conducts similar weetings with their key staff. In summary., we are

nwwving OSERS toward a more collaborative management system.

The GAO report has substantial findings in the area of human
resources management., Unfilled positions, positions occupied for
long periods on an "acting" basis: lack of staff competence, and
a high staff turnover rate were cited as problems. OSERS has never
"hired up" to the present staff ceiling of 424 FTE. We are trying
to improve our performance in £illing permanent positions. RSA hasa
just filled two critical Regional Cémmissioner vacancies and
expects to £il11 the remaining vacancy soon. We intend to discuss
with the appropriate Department offices ways to expedite the

recruitment of key personnel.
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We also believe that more specialized training for staff would be
desirable. The Horace Mann Learning Center has provided
approximately 4,300 hours of managerial and administrative training
to OSERS employees in FY 1988 and more than 7,000 hours through
July 25, 1989, We will explore with the Office of Personnel
mechanisms for providing more specialized training to OSERS staff.
We are also exploring methods of providing expanded staff
development opportunities internally. A Department-wide Education
Program Curriculum Committee has been established to review the
training needs of Education Program Sperialists and those in
related job series, and to recommend training and other development

actions to maintain their expertise.

Program accountability is a high priority of the Department. The
Department is developing a series of interrelated program,
mar.agement, and regulatory changes as part of an "Accountability
Initiative" designed to better measure the use and effect of
Federal funds. For example, evaluation criteria for making new
awards and contianuation d&wards are being reviewed to determine how
grantee performance may be better linked to funding. The
"Accountability Initiative" is expected to result in more extensive
monitoring of grantecs. In addition, it is our intention to pn;ce
the monitoring of the EHA~B program on a more timely and systematic
basis. Great progress has been made in reducing the backlog of final
reports. We expect to make available shortly a pruspective schedule
for EHA monitoring visits and believe that sufficient rescurces will

be available to meet this schedule.
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Another area we plan to address is the provision of technical
assistance to the States. The Office of Special pdubation Programs
(OSEP) has initiated efforts to review the role of clearinghouses,
institutes, regional resource centers, and other projects that
provide technical assistance to the field. OSEP will identify and
implement strategies to better 1link, coordinate, and expand OSEP
technical assistance and leadership efforts to the field as well

as ways to better interface with RSA, the National Institute on
Disability and Rehabilitation Research, and other offices within the

Department of Education.

The FY 1990 RSA workplan will include a technical assistance
component. The new RSA Canmissioner regards the provision of timely
technical aesigtance as a top priority because of its preventive

qualities.

we believe that our new management team, which includes three
senior managers with extensive experience in State government, will °
effect changes which will lmprove relations with State agencies.

Our planning activities will be designed s0 that our State partners

will have full opportunity to have their views considered.

I believe that wa are making a fair, frgnk. and honest assessment
of organizational and management problems in OSERS. The GAO survey
of employee and constituent perceptions has been useful in this

process. I hope that I have been able to give you same sense of the
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many positive and constructive changes that we are making in OSERS

which I believe will improve our performance in a number of important

areas.

I would be pleased to answer any questions you might have.
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Chairman Owens. Thank you very much, Mr. Secretary. I sus-
pect that you have been briefed on this process and you know a
little bit about the history of the events which brought us to the
present situation with respect to this review by GAO.

The subcommittee is certainly not concerned with micromanag-
ing your Department. We have no intention to try to micromanage
any aspect of the work of our jurisdiction.

We do think it is very important to note for the record, however,
that in attempting to exercise our oversight function, we ran into a
field of hostility and unresponsiveness. We got no responses as a
result of our initial efforts to try to deal with the complaints that
had come to us from the agencies in the field and from the people
g}sm I?ée the beneficiaries of the programs under the jurisdiction of

ERS.

As a result of not getting any positive response, we moved to
become more and more involved in trying to determine what the
problem was. That is what has brought us to the present situation.

The problems are considerable—have been considerable. We look
forward to your positive approach, both to the responsiveness with
respect to the oversight of this committee, and also in general steps
you have taken already. They have been laudable, although you
have been in a very short period of time.

So, we look forward to working with you, but we nevertheless
think that it is important to pursue the details of what we have
discovered and we hope that you will take full advantage of the
work that has been done by GAO. I again applaud them for the job
that they have done already.

I would like to note also, Mr. Secretary, that you have answered
quite a number of questions that were put to you by members of
the House and the Senate. We submitted questions to Senator
Harkin. He submitted to you questions that were submitted by var-
ious congressmen and senators in the preconfirmation process.

None of that is on the record at this point, so I would like to, if
there are no objections, place into the record the questions that
were submitted to you, Dr. Davila, and the responses that you
gave.

Without objection, we will submit these for the records and have
it on the record.

[The material follows:]
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UNIVERSITY

PRE.COLLEGE PROGRAMS KENDALL GREEN
OFFICE OF THE VICE PRESIDENT 200 FLORIDA AVENUE. N E
1202) 6%1-5015 WASHINGTON. D C 20002

June 30, 1989

The Honorable Tom Harkin

Chairman

Senate Subcommittee on the
Handicapped

Senate Hart Office Building

washington, D.C. 20510-6310 5

Dear Senator Harkin:

I am pleased to gubmit for ycur review, and that of che
Committes, the responses to the questions recently received
relative to my nomination to the position of Assistant Secretary
for Special Education and Rehabilitative services in the U. S.

Department of Education. If I can provide you with any further
information, please iet me know.

I look forward to working with you and the Committee in the

future. Thank you.
sincgrely, ;

Robert R. Davila
Vice President

Enclosure
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Harkin

Question:

1. Why did you decide to leave your current position at
Gallaudet University and accept the nomination to
become the Assistant Secretary for Special Education
and Rehabilitative Services?

Answer:

My present position as a senior officer at Gallaudet
University has been a source of great personal
satisfaction and fulfiilment. However, I am motivated
by a firm desire to serve my country in a position
where my training, experience and personal attributes
would be useful in service to Americans with
disabilities and their familles and advocates. I am
a product of special education and I am grateful for
the support and assistance I have received throughout
my life. I wish to repay our nation for this assistance
by assuming greater public service responsibility.

S3




Harkin

Question:

1, Why did you decide to leave your current position at
Gallaudet University and accept the nomination to
become the Assistant Secretary for Special Education
and Rehabilitative Services?

Answer:

My present position as a senior officer at Gallaudet
University has been a source of great personal
satisfaction and fulfillment. However, I am motivated
by a firm desire to serve my country in a position
where my training, experience and personal attributes
would be useful in service to Americans with
disabilities and their families and advocates. I am

a product of special education and I am grateful for
the support and assistance I have received throughout
my life, I wish to repay our nation for this assistance
by assuming greater public service responsibility,
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Harkin

Question:

2.

What is y»sur vision for people with disabilities in
America? What are the major cbstacles and moat pressing
needs faced by peopnle with disabilities? Do you agrees
with the findings of the National Council on Disability,
the civil Ri. nts Commission and the recent polls
conducted by Lou Harris that discrimination against
people with disabilities is still pervasive?

Answer:

Americans with disabilities represent a powerful and
important resource within our society. However, I
believe, au recent polls and reports have indjcated,
that discrimination against persons with disatilities is
still pervasive. Robert Funk writing in "Images of %the
Disabled, Disabling Images," states that "the generai
public does not associate the word ‘discrimination!
with segregation and exclusion of disabled people."
People assume that the absence of persons with
disabilities in the community, in schools and in the
marketplace is the result of the fact that they cannot
be served therse. This assumption is now being
challenged by the Congress, the courts, policy-makers,
Americans with disabilities and their advocates and
professionals in education and rehabilitation. As a
consequence of this remarkable movement to promote
persons with disabilities to the forefront and provide
them with equal access and opportunity, we are beginning
to see a lessoning of this devastating discrimination
and the development of a more positive attitude of
acceptance and public support. This positive trend has
resulted in increased opportunities in education,
emplzyment and community living for persons with
disabilities because images based on false assumptions
and stersotypes have given way to more realistic and
enhancing public acceptance and support. Navertheless,
attitudes based on misinformation and ignorance continue
to be major obstacles to integration and self-
fulfillment. Clearly, the most pressing need continues
to be access to all facets of American life through
appropriate education, training and preparation

for ewmployment and independent living.

I see a future when all Americans, whatever their
special identity and distinguishing characteristics,
will have equal access to opportunities in education,
training, employment and community life. This i8 the
vision that has guided my own personal outlock and which
will continue to guide me as I begin work in my new
position. We have made remarkabla progress in the last
fifteen years but more remains to.be done.




Harkirn

Question:

4.

Please identify the five major objectives you have set
for yourself in the next 12, 24, and 36 months. Please
identify the five major objectives you will set for RSA
with the new Commissioner for the next 12, 24 and 36
months? Please do the same with respect to NIDRR and
OSEP.

Answer:

I intend to implement internal management structures to
promote greater collaboration and interface among OSEP,
RSA and NIDRR. Below are my goals for each of the
subunits. For the first year of my service, I will

be devoting particular attention to the following
goals:

+ Implement a management structure within the
department that will ensure efficient and effective
use of personnel aind resources to meet the needs
of all individuals with disabilities.

+ Identify and communicate an agenda for OSERS that
will reflect a clear statement of goalr and funding
priorities for FY 1991. Some of the program areas
of high priority will include support for early
intervention and early childhood education,
independent living, transition to postsecondary
and enployment placements, recruitment ard
retention of rehabilitation and special education
personnel anc diffusion of research and
demonstration results among others.

+ Ideiitify and develop a strategic »lan for new
initiatives and programs for the 1990's designed
to improve special education and rehabilitative
services to all persons with disabilities.

+ Foster greater collaboration among the various
communities and groups of the disabled.

+ Initiate a program of increased collaboration
among all agencies and programs providing services
to the disabled.

+ Monitor and promote progress on implementation of
the recommendations made by the commission on
Education of the Deaf.




Harkin ~ 4 (continued)

The goals for each of the subunits for the first year
and beyond are as follows:

OSEP
First Year:

+ Review, evaluate and facilitate on-going prograns
and activities within OSEP which support special
education within the states.

+ Identify and implement refinements within the
Federal special education monitoring system. Such
refinements will emphasize reliability consistency,
timeliness and system gnhancement.

+ Finalize a Programmatic Mission Statement to guide
efforts to support special education within the
states during the 1990's.

+ Utilize a national advisory committee to develop
short and long range strategies to support rigorous
special education recruitment and retention
activities within the states.

+ Identify effective initiatives and strategies to
facilitate intra and interagency programmatic
collaboration.

+ ldentify iritiatives and strategies to increase the
extent and quality of interaction between students
with disabilities and their peers who are rot
disabled.

Second and Third Years:

+ Review the efficiency and effectiveness of the
Federal spacial education monitoring system and
implement on-going refinements.

+ Evaluate consistency between the Special Education
Programmatic Mission Statement and on-going OSEP
activities,

+ Implement and evaluate strategies to support

special education recruitment and retention efforts
within the States.
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+ Implement and évaluate initiatives and strategies
designed to enhance intra and interagency
programmatic collaboration.

+ Implement and evaluate initiatives and strategies
to enhance the extent and quality of interactions
between students with diabilities and their peers
who are not disabled.

RSA
First Year:

+ Review and develop response plan to management
concerns identified by the GAO study.

+ Develop and implement short-term management
objectives for RsA.

+ Identify and communicate major program goals and
funding priorities for RSA.

+ Establish meaningful relationships with service
providers and consumers of services to strengthen
and broaden the RSA constituencies.

+ Review and revise, as may be indicated, the policy
development process within RSA.

+ Work closely with the Commissioner of RSA on the
reauthorization of the Rehabilitation Act.

Second and Third Years:

+ Identify new initiatives and begin implementing
long-range program objectives for RSA.

+ Refine and extend technical assistance services to
State programs through the regional RSA offices.

+ Implement and evaluate initiatives and strategies
designed to enhance intra and interagency
programmatic collaboration.

+ Implement and evaluate initiatives and strategies
to enhance the extent and quality of program
services and the placement experience with Rsa
clients.

ERIC
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NIDRR
First Year:

+ Implement .ae new Technology Related Assistance
for Individuals with Disabilities Program; develop
systems for monitoring and evaluating.

+ Initiate a long-range planning process for new
initiatives that will ensure involvement of
consumers and other constituents.

+ Assess the extent to which current reporting and
monitoring practices facilitate or impede program
accountability,

+ Complete the development of and begin the
implementation of a computerized program
information system that will facilitate program
managemert and permit greater public access to
NIDRR program information.

+ Collaborate with OSEP and RSA personnel to
promote interface and collaboration among
all subunits in OSERS.

Second and Third Years:

+ Continue to expand the Technology Related
Assistance program; implement site visits for
extension grants; submit evaluation report to
Congress by 10-1-92.

+ Complete the implementation of the program
information system, including information entry,
training and expansion to facilitate public access.

+ Prepare a new long-range plan for research that
appropriately reflects the priority needs of
special gducation and renabilitative services.

+ Enhance the dissemination and utilization of
research results through improved diffusion
systems and strategies.
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Harkin

Question:

S.

I'm sure you have been briefed on the assertions made about the
management problems within OSERS (including problems within the
Office of the Assigtant Secretary, and within RSA, NIDRR and OSEP
and between the various offices), Problem areas which have been
identified include: the low morale of staff, vacancies in key
poaitions, other positions filled on an “acting" basis, difficulty
in recruiting qualified pereonnel, the lack of management plans
and objectives, micro-mans,ement, the strained relationship with
the state partners, problems with monitoring, lack of technical
assistance, delays in issuing regulations and other policy
guidance, delays in issuing RFPs in a timely manner and delays

in awarding discretionary grants and contracts. These are very
serious assertions. What is your assessment of the validity of
each of these assertions? What is your assessment of the nature
and severity of the management problems you will be facing? What
steps will you take to address thése problems? what is your
timeline?

Answers:

I am broadly familiar with these assertions and I recognize their
seriousness. I have not yet been in a positicn to make a detailed
assessment of the validity of each assertion. Howeveir, I believe
that the fact that these assertions have been raised in this
manner indicates that stronyg and concerted actions need to be
taken to address them. I will work with the new heads of OSERS
components to correct the problems that exist.

I assure this Committee that I will carefully evaluate these
assertions and take whatever steps are appropriate to rectify
any problems.
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Harkin

Question:

6.

What is your understanding of the legal relationship between
the Assistant Secretary and the Commissioner of RSA? The
Director of NIDRR? The Director of OSEP? What management
style will you employ with respect to the heads of each of
these program operating components? Will your relationship
with the Commissioner of RSA and the Director of NIDRR
differ to any degree with the Director of OSEP?

Answard

Unde: the Department of Education Organization Act, the
Assistant Secretary for OSERS supervises the respective
heads of the Rehabilitation, Rehabilitation Research and
Special Education programs. The Assistant Secretary is

in turn supervised by and reports to the Secretary. The
legal relationship between the Assistant Secretary and the
Commissioner of the Rehabilitation Services Administration
was discussed and clarified in an opinion from the Office of
the General Counsel, which confirmed the Assistant
Secretary's supervisory role concerning the Commissioner.

My management style for matters of priority setting, program
leadership, and the exploration and resolution of complex
issues specific to individual programs will involve close
consultation with the heads of RSA, NIDRR and OSEP.
Consensus-building will be my top priority. I do not expect
that there will be any differences in how I will regard or
work with the program heads. I regard the two program heads
who have been appointed or nominated to date as being
exceptionally well-qualified for their roles of praviding
Federal leadership for OSEP and RSA programs,
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Question:

7.

At a hearing I held on October 8, 1587, Madeleine will
identified serious problems of program fragmentation, lack
of program coordination and integration among the programs
administered by OSERS. She also stated that they would be
completing a report with recommendations by April, 1988 and
the recammendations would be presented to Congress. She
also stated that the answer to the problem might involve
changes in both the statutory and regulatory structures of
the current programs as well as new administrative
arrangements,

What is the status of this report? If completed, when will
it be shared with Congress? what is your position on these
ssues?

Answer:

I am strongly committed to improving program coordination
among the various programs administered by OSERS. I believe
that significant progress can be achieved by improved
management within OSERS. However, I do not foresee a need
for statutory or regulatory changes at this time.
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Question:

8. What are your plans for continuing the major policy
initiatives (such as the regular education initiative
and supportive employment) developed by Madeline wWill?

Angwver:

I support the continuation of the major policy
initiatives developed by Ms. Will. Inasmuch as my goal
will be to use my office to do what I can to enable all
persons with disabilities to develop to their full
potential and to enhance their ability to be productive
members of society, major initiatives already underway
to obtain supported smployment, competitive employmant,
and post-eescondary education for persons with
disabilities will continue to be important major
efforts. I alsc support the ragular education
initiative even though I recognize that there are
concerns that it could be used as a justification for
placing children with disabilities in reqular education
classrooms without providing them with the special
education, related services and other support services
that they need to succeed. Nevertheless, I think the
general education initiative provides a major
opportunity for schools to expand sducational
alternatives for students with disabilities. I believe
that OSERS must monitor its implementation carefully to
make certain that it is consistent with the EHA and that
handicapped children who are in reqular clascrooms
receive the special education and related services they
need.

I also support the initiative to effect smooth
transition from school to work to independent living.

In order to enhance these transitions, better
coordination needs to occur among all agencies providing
services to persons with disabilities. Schools,
vocational education programs, rehabilitation agencies,
hea'th care agencies, etc., must develop regular and
systematic exchange of information about individual
student programs and collaboratc to effect progress,

I support the traumatic brain injury initiative and
wnuld like to see increased research in TBI in order
that service delivery systems can be improved.

The early childhood initiative represents an important
education reform initiative that has had its most
positive development with handicapped children.

Early intervention with handicapped preschool! children
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and their families increases the likelihood of
programmatic success in later years. This is an
important initiative that I would like to see further
developed.

Throughout all of these initiatives developed by Ms.
will, and which I would continue to promote and develop,
special attention must be paid to tae needs of female
and minority students to offset the traces Of biases and
stereotyping based on sex, race and national origin.




Harkin
Question:

9. What policy initiatives do you plan on pursuing?

Answer:

Aside from continuing to support the initiatives already
under development, as addressed above, I would like to
place major emphasis on sarly intervention programs,
including infant and toddlers and esarly childahood
programming with accompanying family sducaticn support.
These sducation reform initiatives hold promise for
greater chance of succaess in later stages of
development.

I would alsc like to see increased support and
development of model Erograms for independent living.
Inasamuch as the baseline goal of education and

re bilitation is to help an .ndividual to function

as independently as poesible in the community, we must
continue to provide support to individuals who need
continuing asaistance to maintain their full measure of
indepsndence as productive members of the community.

I would like to initiate important efforts to alleviate
the serious issue of special education teacher quality
and critical teacher shortages. The reform movements
undervay to develop alternative certification and
licensure requirements for teachers and administrators
are initiatives that have appropriateness for special
education as well. Issues and problems related to the
recruitment and retention of special educaticn teachers,
especially those working with severely disabled
students, must be addressed if we are to meet needs and
challenges confronting us now and in the future. The
lack of sufficient numbers of minority special education
personnel has reached alarming proportions and needs
critical attention. Imaginative recruitment programs
supported by affordable and effective incentives need to
be developed.

I would 1like to initiate a program of increased
collaboration betwesn all agencies an1d progranms
providing services to persons with disabilities and
other groups in the community who also need to support
and assist them. I would like to see OSERS develop
effective mechanisms to fostsr interagency collaboration
on issues affecting individuals and their families.

The Handicapped Infants and Toddlers Program requires
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that each state establish a state interagency
coordinating council. These councils will have
responsibility for developing statewide, comprehensive,
multidisciplinary interagency programs to deliver
esarly intervention services. These councils may well
become models for more far-reaching collaboration.
Such a model cculd very well promote more efficient
and effective interface between special education,
vocational education and vocational rehabilitation as
well as other health-care and community-based agenc’es
also serving the handicapped individual.

I would also like to initiate vigorous recruitment

of qualified persons with disabilities for positions in
departments and agencies served cr managed by OSERS.
spe~ial attention also needs to be given to persons
with disabilities who are also women and members of
racial and ethnic mincrity groups.

Harkin
Questions

10. The Heritage Foundation has developed an education blueprint
for the new Administration. Their proposal includes combining
special educaticn into a block grant with other programs and
eliminating the obliqaticn of States to provide a free public
education tc students with disabilities and substituting a
means test.

what is your pcsiticn on these proposals?

Answers

The Administraticn and the Department share my 8trcng
conmitment to the Education of the Handicapped Act requirem- nt
that Statas provide a free appropriate public education for
all students with disabilities, I would strongly cppose any
effort tc include the EHA program in a block grant proposal
and do nct anticipate that such a prcpcsal would be made or
supperted by this Administraticn.
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Question:

11. what general approach and specific steps will you take
to bring and keep together the disability community?

Answer:

one of the highest priorities I have identified for
myself as Assistant Secretary is to become personally
familiar with issues and concerns and the broad
perspactives of the disability community through
frequent communications and contacts with
representatives and advocates of persons with
disabilities. I am not unfamiliar with individuals
and organizations who represent the larger communities
of citizens with digabilities. One of my personal
strengths is my ability to communicate my views and*
policies and negotiate compromise on critical issues.
I intend to be a very visible Agsistant Secretary

who will seek the advice, input and opinions of those
who are themselves disabled or who advocate for them.
Throughout my professional career I have been very
effective in working closely with parents and families
of persons who are disabled. I intend to maintain
this close liaison. One of the specific strategies
which I will apply to keep the disability community
together will be to create an advisory council to the
Assistant Secretary made up of persons from a cross-
section of the disability community and their advocates.
I also intend to travel widely to vigit and address
groups and orjanizations representing citizens with
disabilities. I am also committed to the employment of
qualified persons with disabilities in positions under
my administrative responsibility.

£8
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Questién:

12. What steps will you take to ensure meaningful input from
people with disabilities affected by OSERS programs? By
parents who have children with disabilities? By
professionals?

Answver:

As I stated in answer to the gquestion above, I intend
to be a very visible Assistant Secretary and plan to
travel widely to visit and aduress groups and
organizations who are involved in special education,
rehabilitation and other support programs for the
disabled. I also plan to write for publications and
journals to report on OSERS programs and progress and to
share information and views. As a person with a severe
disability as well as a professional educator of long
standing, I am comfortable interacting with
professionals, parents and persons with disabilities of
all ages. I do not anticipate any difficulties in
establishing rapport and effective communication
channels with the various constituencies served by
OSERS. I will also expect that key administrators and
personnel in OSERS will also make themselves available
for input and meaningful exchanges with their
constituents.

Harkin
Question:

13, What is your position on affirmative action for hiring
people with disabilities in the Department? What steps will
you take to carry out this position?

Answert

The Office of Special Education and Rehabilitative Services
historically has placed a high priority on hiring people
with disabilities. Under my leadership this policy will
continue to be a high priority in OSERS. After confirmation
of the Assistant Secretary of OSERS and the Commissioner of
RSA, three out of the four top leadership positions in OSERS
will be filled by people with disabilities.
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Harkin

Questions

14.

Secretary Bennett virtually ignored the special needs of
children and adults with disabilities. His concern with
school reform, including the Nation At Risk, did not
provide the necessary focus on the quality of education
provided to handicapped students. What steps will you

take to ensure that Secretary Cavazos focuses his attention
on the needs of handicapped students and adults?

Answers

I believe that Secretary Cavazos has begun to focus more
attention on the needs of students and adults with
disabilities, He has stated frequently his commitment toO
ensuring that each student, including those with
disabilities, reaches his or her fullest potential.

I expect tO work closely with the Secretary to develop
priorities that address the needs of people with
disabilities.

Harkin

Question:

15.

Other programs administered by the Department of Education
are designed to meet the needs Of people with disabilities,
What steps will you take tO work with the other assistant
secretaries to advocate for the rights of pecple with
disabilities to full and equal access tO these programs?

Answer:

I intend to meet with the other Assistant Secretaries to
discuss joint efforts that we can undertake to coordinate
services, I also intend tO continue the covurdination
efforts with the Office of Elementary an” Secondary
Education that are part of the Regular Education Initiative.
Improving coordination between the OSERS programs and the
Office of vocational and Adult Education programs will also
be an important priority,
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Question:

16, Currently, there exists a memorandum of understanding
between OSERS and OCR for coordinating the implementation of
94-142 and Section 504. Do you believe that this MOU nesds
to be reviewed and reworked?

Answer:

I will be reviewing the current MOU and assessing how
effective it has been in coordinating the implementation
of the Education of the Handicapped Act and section 504.
If I believe that changes are needed, I will take steps to
initiate those changes.

Harkin
Question:

17. What is your position on the LRE provision of
P.L., 94-1427

Answer:

The law is quite clear in mandating that to the fullest
extent possible, children with disabilities should be
educated with non-disabled peers. I agree with and will
support this requirement, However, I also believe that
the law is quite clear in requiring that decisions

about placement be made at the IEP conference nn

the basis of a child's identified individual needs and
that parents, or the child's advocate, be involved as
active participants in the placement decision.
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Harkin

Question:

18.

As you know, the Commission on the Education of the Deaf
submitted a report to Congress. Assistant Secretary Will
has responded to the report in testimony before the
Subcommittee on the Handicapped and in follow-up letters to
me. Please reaview her testimony and her responses and let
me know!

~-- whether you agree with her position on each major
recopmendation and if not what your position will be;

-~ whether you are satisfied with the staeps the Department
is taking to implement the recommendations that Ms. Will
agreed with and any additional steps you plan on taking.

I would appreciate it if you would focus particular
attention on the recommendation in COED concerning P.L. 94-
142 and the provision of a free appropriate public education
to deaf children.

Answer:

I plan to conduct a thorough review of Mrs. Will's positions
on the Commission on the Education of the Deaf
recommendations. I do intend to focus particular attention
on the recommendation concerning P.L. 94-142 and a free
appropriate public education to deaf children. I will
submit my response to this question to the Committee in mid
August.

Edadi o . S
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Questions

19, The GAQO recently completed a study of the P.L. 89-313
program. Do you have any reactions to this study?

Answer:

The GAO submitted a draft of the study to the Department. I
understand that the Department concurred with GAO's
recommendations but raised several concerns. The Department
was concerned about how children aged birth through two
Years who were included in the P.L. 89-313 program would be
counted and whether funds should be set aside for services
only to severely hendicapped children in State facilities
and public schools. In addition, the Department recommended
that any proposed program must be developed in light of the
least restrictive environment requirement under the
Education of the Handicapped act (EHA),

I believe that the concerns raised by the Cepartment need to
be considered in merging these programs. Furthermore, if
the recammendation is implemented, I would want to monitor
the situation to ensure that children who were receiving
support under the P.L. 89-313 program continue to be served.
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Harkin
Question;

20, The Department., in recent testimony before the Subcommittee
on the Handicapped, recammended that the Deaf-Blind and
Severely Handicapped programs be combined. 1Is that your
position?

Answer;

I have not had au opportunity to study the proposal in
depth. However, I think there are a number of issues to be
considered in looking at this matter. A separate
authorization has been maintained for Deaf-Blind Projects
since 1968. However, circumstances have changed
substantially over the years. The program was originally
intended primarily to provide direct services to children
who were born both deaf and blind during the rubella
epidemic of the early 1960°'s. At that time, many
handicapped children were receiving few, if any services,
Since the passage of the Education for All Handicapped
Children Act in 1975, the States have gradually assumed a
greater and greater responsibility for serving handicapped
children, including those who ~re deaf and blind, The new
Preschool Grants program enactced in 1986 will further expand
State responsibilities with regard to children ages 3
through 5.

My understanding is that there has been a shift in program
focus away from direct services to children whom the States
are required to serve and toward technical assistance,
demonstrations, and services toO children States are not
required to serve. However, we know that the needs of deaf-
blind children often overlap with those of other severely
handicapped children. For example, State systems for
Berving severely handicapped children also Berve deaf-blind
children. Deaf-blind children benefit along with other
severely handicapped children when these State systems are
improved, Combining the Deaf-Blind Projects and Severely
Handicapped Projects activities may very well encourage
improved services for both deaf-blind and other children
with severe handicaps.
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Harkin

Question:

21.

On October 8, 1986 Congress passed P.L, 99-457, which
included a new program for handicapped infants and toddlers.
We still do not have final regulations implementing this
program, Many people have said that OSERS' cammitment toO
this program is marginal, 1In the first two years of the
program the Department recammended zero funding for this
program.

This program is one of my top priorities, Is it one of
yours? What do you plan to do to get the regulations out?
To take a leadership role on ensuring that states Btay in
the programs? To make sure the Department recammends
adequate funding?

Answers

I am personally committed to the Early Intervention Program,
I consider this program to be an important part of the
Administration's commitment to ensuring a better future for
all children including those with special needs.

The final regulations for this program have been published
in the Federal Register, These regulations will previde
important guidance on the implementation of this prcgram.
For the past twO years, each State has participated in the
program. During that time OSEP has provided significant
technical assistance to States tO help them develop their
state-wide programs, I intend to continue toO provide

technical assistance and I believe this effort will
encourage States to Bstay in the program,

I am aware that the previous administration recommended 10
funding for the program for fiscal year 1987 and 1988.
However, for the past two years, the Administration
recommended increases for the program. I intend to
recommend adequate funding for the program to meet the needs
of handicapped infants and toddlers,
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Question:

22,

Last year Congress passed .ne Technology-Related Assistance
for Individuals with Disabilities Act of 1988. This
legislation, which I sponsored, is very important to me. 1Is
this legislation a high priority for you? 1If so, what are
your plans for implementing it and advocating for additional
funding? Will you continue the OSERS Task Force on
Rehabilitation Technology and if yes, what will be your
focus and direction of the Tagk Force?

Ansver:

I believe that Public Law 100-407 provides an unprecedented
opportunity to assist individuals with disabilities to
improve their lives through the use of appropriate assistive
technology.

As you know, the President's budget requests $10.65 million
for this program in FY '50, more that double the first
year's appropriation, which would permit the Department to
award approximately 5 new grants in FY 'S0, I support this
request for additional funding in FY '90 and will support
any future increases that are needed to carry out the
objectives of the program.

I will need to review the purpose of the OSERS Task Force on
Rehabilitation Technology before I can determine whether the
Task Force should be continued and what its role, if any,
should be. The Technology Assistance program provides a
number of opportunities for comstituent input, which I need
to consider before making a decision about the Task Force.
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Harkin
Question:

23, We have heard testimony about the severe personnel shortages
in special education and rehabilitation. Do you have any
idea on how to address this crisis?

Answer: ’

In special education, the latest reported data from the
States identified a need for 27,407 additional teachers to
serve children and youth with handicaps and 13,720
additional related services personnel. The Federal
government can best address the problem of shortages by
assisting States in building State capacity. This can be
accomplished both through the formula grant program
{inservice) and the discretionary grant programs
{demonstrations, research, and personnel training).

If the data so indicate, the Federal government could focus
its resources on: direct support of recruitment and
retention activities; technical assistance for implementing
the States' Comprehensive Systems of Personnel Developmeant
(CSPD) plan, development of new training programs, and the
improvement of existing programs. Technical assistance that
addresses the above-mentioned areas is critical, Finally,
the Department could provide incentives to personnel
certified in surplus areas to become certified in severe
shortage areas,

In rehabilitation, the Department has been very active in
pursuing remedies to the problem through such activities as
studies of pe:sonnel shortages in 1987 and 1989 to better
enable the Department to target training grant funds to
identified areus of personnel shortage, as required by
statute; and forums in the fall of 1988 to gather imput
regarding rehabilitation training.

I support continued efforts to publish training priorities

that focus training grant programs on identified needs and

to develop new training models through the Experimental and
Innovation authority.
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Question:

24. What steps would you take to improve opportunities
for interaction between children with severe multiple
handicaps and their non-handicapped peers? would you
target discretionary PHA funds to accomplish this
objective? wWould it be -ne of your top priorities?

Answver:

Integrating children with severe handicaps with
nonhandicapped peers in regular education settings has been
and will continue to be a top priority of OSERS. I know
this is a high priority of the new Director of OSEP. We
will work together to plan discretionary program priorities
that focus on this objective,
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Question:

25, How will you enhance and strengthen family support
opportunities within the programs under your
adminietration?

Answer:

As Assistant Secretary, I intend to encourage the support,
empowerment, and self-determination of families with special
needs bys .

© Developing a system for coordinating the research,
training, and service delivery activities within
between, and among OSERS' components;

0 Providing all members of my staff and people in the
field with a clear set of family-centered »>rls,
objectives, and priorities that will improve the ways
in which OSERS conducts programs for and disseminates
information to families with special needs;

o Focusing OSERS' priorities and activities on the
strengths of families and eliminoting the tendency to
view families with special needs as "dysfunctional®
and pathological; )

o Developing a plan to increase and strengthen attempts
to reach out to include more minoricy families,
traditionally underserved families, and single-parent
families in OSERS' priority announcements, as members
of peer review panels, as participants in long-range
planning meetings, and as participants in regional
and national conferences; and

© Basing OSERS' research, training, and service
delivery programs on the philosophy that strong
family involvement and support are the main elements
of successful programs, and most importantly, of
successful outcomes for children.
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Questiont

i,

In what ways should the special education monitoring process
be improved? what steps would you take to foster
improvement? How would you enforce compliance with the
Education of the Handicapped Act?

Answer

The goal of the special education monitoring process should
be to ensure that all handicapped children receive the
special education and related services they are entitled to
under Part B of the Education of the Handicapped Act (EHA-
B). An effective monitoring system must be credible and
constructive. It must reliably determine the extent of
implementation of Federal law and provide States with
technical assistance to make necessary improvements. In
order for the special education monitoring system to be
effective it must be fair, consistent, reliable, accurate,
timely and constructive.

I am committed to making whatever changes are needed to
improve the monitoring system. I will look at a number of
areas, including the standards used to determine compliance,
the adequacy and quality of staffing, the preparation and
review of reports and the timeliness of all monitoring
activities. It is my view that technical assistance to the
States is one of the best ways for the Federal Government to
play a constructive role in ensuring compliance with the
Education of the Handicapped Act.
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Question:

2.

What role do you think parents should play in
rehabilitation (especially parents of young people
with severe disabilities), both at the client level
and at the policy level?

Answer:

Vocational rehabilitation programs have historically
recognized that client outcomes are positively influenced
by the extent to which family support is available and
utilized, particulariy for younger persons. RSA has,
through implementing regulations and policy issuances,
expanded on the requirements in Section 101 (a) ..8) and 102
of the Vocational Rehabilitation Act of 1973 to ensure that
States seek consultation with and take into account the
views of parents in matters of general policy development
and that parents are involved, as appropriate, at all key
points of service delivery. I believe that parents should
and do have a role in the decisions affecting services to
be provided young people, the Individualized Written
Rehabilitation Program, and the rights of individuals with
handicaps under the Act when these individuals need or wish
parental involvement.

RSA strongly supports the involvement of parents at the
Federal level. All of the advisory task forces established
by RSA include parent representatives, RSA also, eeeks

out the views and concerns of parents in establishing
initiatives, priorities, and policies. State agencies

are also encouraged to include parents, as appropriate,

on their advisory committees under the three formula grant
programs.

The role of parents in rehabilitation is seen as one of
support, advice, and involvement at both the State and
Federal levels. I intend to promote parent involvement
at all levels of client and policy activity.
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Kennedy

Question:

3. what roles do you see for parents and adults with disabili-
ties in the planning process and priority setting of OSERS
and of each of the three divisions?

Answer

Parents and adults with disabilities have an essential role
in the planning and priority setting of OSEkS. All three
vemponents in OSERS have involved parents of children and
adults with disabilities in their activities. I will
continue these activities and look for ways that this
involvement can be strengthened or expanded.

Kennedy
Question:

4. How will you go about strengthening the integration
initiative in special educations In vocational
rehabilitation?

Answer:

I will firet look at existing programs and activities in
OSERS that are targeted on achieving integration in
education and employment, such as the regular education
initiative and supported employment, to see how they should
be improved or expanded. I expect to continue integration
activities that are working well and to increase our
integration activities where needed. I plan to continue
and, as needed, to increase research and development efforts
to identify effective strategies to achieve integration and
to expand the dissemination of information about integration
practices that succeed in the schools and in the workplace.
I plan to review our technical assistance efforts to sece how
we can better help States and schools achieve more effective
integration. Because technology assistance is of major
importance in helping persons with disabilities become
integrated into schools and the workplace, I wili support,
as needed, activities that focus on the provision of
technology assistance, particularly activities that can
strengthen integration.
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Kennedy
Question:

S. Describe your commitment to supported and competi*ive
employment.

Answer:

I believe that employment is a right of all Americans. I am
particularly concerned that Americans with disabilities
appear to be underrepresented in our workforce. In 1983,
the U.S. Commission on Civil Rights reported that between S50
and 80 percent of individuals who reported a disability on
census questionnaires were jobless.

Advancement in technology and the diminishing working age
population are enabling a greater number of individuals with
digabilities to enter ocur Nation's workforce. However, much
of the employment is in entry level occupations that are
characterized by low wages and minimal opportunities for
advancement. I am committed *©o the de'~elopment and
expansion of programs and services that will enable persons
with disabilities to realize their full potential for
employment, As part of this commitment, I will encourage
State Vocational Rehabilitation agencies to pursue
competitive employment as their primary placement objective
and to do everything possible to integrate supported
employment into their service delivery systems. I will
continue to support initiatives that improve services at the
secondary level to ensure that &cudents receive relevant
training that would prepai- them Zor eupported or
competitive employment.

&3




O

ERIC

Aruitoxt provided by Eic:

81

Kennedy
Question:

1. How would you encourage all the states to participate in
Part H, the Early Intervention program for infants and
toddiers?

Answer:

I believe that continued efforts by OSERS and other Federal
agencies to provide leadership and support will help to
ensure that states continue to participate in .Lhe Early
Intervention program. I pl&n to encourage states to
continue participating through several activities. These
include: the provision of technical assistance to the
““tates to help them overcome barriers to establishing state-
vade systems of services; the development of training
raterials and the training of personnel to provide services
to infants and toddlers with disabilities and their
families; the development and dissemination of nodel
programs for serving children and families; and research and
development activities to produce new knowledge and new
products for States to use in establishing systems of
services. Finally, I plan to provide whatever additional
guidance may be necessary to help States in the
implementation of the program,
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Kennedy
Question:

8. How could the Regional Offices of the Department of
Education be used better, for instance, to help bridge the
gaps among special education, rehabilitation, and the Office
of Civil Rights?

Answer:

If confirmed, I intend to carefully review the role of the
Regional offices. At that time I will explore ways that
these offices could help bridge the gaps among special
education, rehabilitation and the Office for Civil Rights.

Kennedy

Question:

9. What steps would you take to meet the special education
needs of traditionally underserved groups of children and
their families? (By "underserved" we mean racial and ethnic
minorities, non-English speaking people, parents with low
readin; lievels, military families, families living in
poverty, and those living in inner cit 2s and in remote
rucal areas.,)

Answer

I believe that we can take a number of steps to meet the
special education needs of children and families who have
been traditionally underserved, I plan to loo . the ways
that discretionary funds are now being used to .ecet these
needs, to identify needs that are not now being met, and to
develop specific priorities targeted towards meeting those
needs, In particular, I plan to look at how effectively the
parent training program reaches out to meet the needs of
parents from traditionally underserved grours and how we can
expand the involvement of parents from these groups. I will
also look at how our personnel training activities can be
used to nhelp meet the needs of children from these groups.
In summary, I plan to resiew all our programs to ensure that
the activities we support include activities directed
towards meeting the needs of children and their families
from traditionally underserved groups, both through funding
for projects specifically focused on these groups and
through inclusion of issues related Lo these groups in
projects that are broadly focused,

R6
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Durenberger

Question:

1.

The State of Minnesota has made a strong commitment to their
supportive employment program to help individuals with
gsevere disabilities in getting and maintaining a job. 1In
doing 8o, the State at the expense of the State has loosely
interpreted the word "severe" to allow individuals with
lesser disabilities in need of support services tO be
eligible for services.

Do you support the supportive employment program, and if
80, would you support efforts to broaden this program's
authority to include persons with disabilities not
classified as ‘"severe® to participate in the program?

Answer:

Sapported employment as a vocational rehabilitation option
tas demonstrated success in assisting individuals with
severe handicaps achieve mainstream employment. The use of
Federal funds under the Rehabilitation Act for supported
employment as a vocational outcome is statutorily "limited
to individuals with severe handicaps for whom competitive
employment has not traditionally occurred, or individuals
for whom competitive employment has been interrupted or
intermittent as the result of a severe disability." Since
the supported employment program was specifically created to
perve individuals with severe handicaps who had been
unsuccessfully served or underserved through the State
vocational rehabilitation system, broadening this
definition, given limited resources, may weaken state
efforts to serve individuals with tle most 8evere
disabilities.
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Durenberger

Question;

2.

The current Vocational Rehabilitation program has focused
primarily on individuals with physical disabilities,
Individuale with cognitive delays have been limited in their
access to these serv%ces. How best do we reach the needs of
this population and what is your commitment to expanding
these opportunities to individuals with cognitive delay?

Answver:

While the Vocational Rehabilitation (VR) program was
originally created to serve individuals with physical
disabilities, in recent years program services have expanded
to develop opportunities for those individuals with cognitive
disabilities. Within the VR program, individuals witlr
cognitive disabilities include individuals whose primaril,
disabling condition results from mental retardation, mental
illness, epecific learning disabilities, or traumatic brain
injury. Since 1980, these disability groups have made up
approximately 30-358 of the persons rehabilitated by v
programs,

The most notable commitment to expanding opportunities for
individualse with cognitive disabilities is the implementation
of supported employment, first as a discretion ary grant
program in fiscal year 1985 and then as a formula grant
program .n fiscal year 1987. Initial data indicate that
apornx’nately three-fourths of the individuals participating
in supported employment are persons whose primary disability
is mental retardation., Supported employment has enabled these
individuals to be placed in competitive work although
Previously considered unable to work or ineligible for VR
services. Continued development of supported employment is
expected to improve the rehabilitation rate for those with
cognitive disabilities.

Other examples of commitment to t*gse with cognitive
disabilities include evaluation stuc on VR services to
individuals with m~ntal illness and learning disabilities,
collaborative work with the National Head Injury Foundation,
and the RSA Task Force on Long Term Mental Illness, as well
as funding a substantial pnumber of service and training
grants directed toward expanding and improving services for
individuals with mental retardation, mental illness,
learning disabilities, and traumatic brain injury. I will
maintain this commitment.

RE
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Durenberger
Question:

3. Continued controversy remains about the implementation of
P.L. 94-142 as it pertains to mainsctreaming students. What
efforts would you take as the Assistant Secretary to see
that P.L. 94~-142 is carried out and that children are served
in the lecast restrictive environment? How do you see this
in relation to the efforts by the deaf community for
continued choice in having center-based schools?

Answver:

The issue of integration is addressed in the Education of
the Handicapped Act (EHA-B) and impler<nting regulatioms.
These regulations describe the requirements for placement of
children who are handicapped. Under THA-B, each child found
to be handicapped and in need of special education must be
provided a free appropriate public education (FAPE) and must
be placed in the least restrictive environment (LRE) in
which an ap,ropriate eduratioun can be provided.

It is important to bear in mind that placement decisions
must

be based on the educational and related services that are
deemed to0 be necessary in each child's individualized
education program (IEP) The regulations require that the
child's placement be as close to home as possible. This
factor must be taken into account in determining where a
child's IEP can be implemented (when considering compliance
with LRE}). Thus, no placement should be made that cannot
provide the services that will vary fram child to child,
even within a particular category of handicapping condition,
For some children, special schools will provide placements
in the least restrictive enviroument in which the child's
individualized education can be fulfilled.

In reference to the question of the continuing need for
center-based schoola, it is not new, nor has it been in the
past, the policy of OSERS that al. special education
services must be provided in the regular <lassroom
environment, Some children who are handicapped cannot Le
educated appropriately in the regular classroom. Thus, a
continuum of placements, including separate public and
private facilities, must be available as required by the
program regulations. The regulatiorn~ clearly state that
this continuum is to include specia: hools, where such
placements arc necessary to meet the needs 0f children with
handicaps for special education and related services.

Q | 5253
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Durenberger
Question:

4. As efforts corntiiwue to increase the number of persons with
disabilities in the workforce, what changes do you see in the
areas of education and training to meet this changing demand?

Answer:

David T. Kearns, Chairman and Ch.ef Executive of the Xerox
Corporation, has said, "America's school system is in deep,
deep trouble. If we do not restructure our schools, this
nation will be out of busineas by the year 2000," The
restructuring movement has established an environment for
change throughout education. Part of this effort includes
continued and expanded implementation of transition programs
for older students with disabilities including supported work,
systematic transition planning in the high school, and
transition partnerships between special education, vocational
rehabilitation and developmental d.sabilities agencies; and
pilot efforts with camrunity colleges and other postsecondary
programs,

We need to develop and improve services for secondary school-
aged youth with handicaps, primarily recent high-school
graduates or drop outs, to enable them to make a successful
transition to adult and working lives. Past efforts and
activities under these programs were aimed at strengthening
and coordinating education, training, and related services
that assist youth with handicaps in the transition to
competitive or supported employment, postsecondary education,
vocational training, continuing education or adult services.
Efforts continue to focus on improving services, and, in
addition, attempt to stimulate the development of programs to
provide job-related training for mainstreamed youth with
learning disabilities and other mildly handicapping
conditions. In fiscal year 1988, for example, two priorities
included: preparing and placing youth with severe handicaps
in supported work prior to their leaving school and enhancing
existing procedures for a follow-up/follow along system for
a1l graduates and dropouts.

e
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Jeffords

Question:

1. Mr. Davila, can you outline any demonstrated experience
you have had in dealing with the issue of integrating
handicapped youth into a non-disabled educational
setting?

Answer:

Although I have been a teacher and an administrator in
center schools for the hearing impaired, I have been
active in promoting and developing program options and
extra-curricular activities designed to create
interactive experiences for both disabled and non-
disabled peers. At the Kendall Demonstration
Elementary School and the Model Secondary School for

the Deaf we have develcved agreements with local schools
to permit enrollment of hearing impaired students in
classes with the non-disabled and have established a
number of extra-curricular activities to promote
interaction batween hearing impaired and non-disabled
students. These experiences have been beneficial to
both groups of students. For example, interest in
learnirg sign language as well as volunteerism among the
young non-disabled people has increased and has resulted
in healthy positive attitudes among all involved. fThese
models for integration within center programs have been
adopted in a number of other center programs throughout
the country. At the Kendall School, whicn is a day
school, a community-based after school program brings
hearing impaired and non-disabled children together for
structured and unstructured recreational and social
activities, Years before P.L. 94-142 when I was an
administrator in a center school for the deaf in New
York, I developed and implemented similar interactive
experiences.
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Jeffords

Question:

2, What
your

Ansver:

88

priorities or goals do you have as you anticipate
role as Assistant Secretary?

It is quite clear to me that there will be a multitude
of priority needs right from the first day in office.
Over the last few months I have had frequent
opportunities to meet with representatives from the
various communities for the disabled to exchange
information and views and receive input. Among the
key priorities that I sc2e for the immediate and near
future are:

1l

Identify and communicate an agenda for OSERS that
will reflect a clear statement of goals and funding
priorities. Although I will require more
information and input before finaiizing a priority
goal 1list, I can predict that the higher priority
goals will relate to:

+ early intervention
+ preschool programmin:
+ independent living

+ transitioning to post-secondary and
employment placements

+ supported employment

+ recruitment and retention of special
education personnel

+ research and demonstration
Inplement a management structure within the
department that will ensure efficient and
effective use of personnel and resources.
Review and strengthen systems for monitoring
cumpliance with Federal regulations in boih
special education and rehabilitative services.

Foster greater unity and collaboration among the
various communities and groups of the disabled.

92
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Jeffords - 2 (continued)

5.

Initiate a program of increased collaboraticn
among all agencies and programs providing
services to persons with disabilities.

Promote and support the regular education
initiative with appropriate safeguards to
ensure that special education services are
are provided.
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Simon

Question:

1.

Dr. Davila, I share the concern of my colleacues who
have been briefed by GAO and have heard numerous and
repesated complaints over the past several years of the
severa management related problems at OSERS. Because
these issues so directly affect the quality of services
available to adults and children with disabilities, they
are fundamental in the consideration of your nomination
as Assistant Secretary. What is your general response
to these concerns and what will be your first actions as
Assistant Secretary to remedy them?

Answer:

I am familiar generally with the management problems
identified by G20. My management philosophy has always
been to give senior managers the regponsibility and
authority to do their jobs and hold them accountable
for the resulta. I believe this approach will make a
significant contribution in correcting one of the major
problems identified by GAO; specifically, the micro-
management of OSERS and centralization of authority

in the Assistant Secretary's office. I assure you that
resolving the management problems in OSERS, whatever
their nature or cause, will be one of my highest
priorities. We have taken an important first

step by bringing into key senior positions individuals
with strong management backgvounds. They will bring
effective management and skillful leadersihip to meet the
needs of all individuals with disabilities.

w
g .
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Simon

Question:

2. A large number of complaints appear to be related to a
centralization of management responsibilities in the
Assistant Secretary's office. In general terms, what
will be your working relationship with the heads of
VSEP, RSA, and NIDRR? Particularly in regard to the
other two Presidential appointees, at RSA and NIDRR,
how will you assure that centralized decision-making
in your own office will not interfere with the smooth
functioning of those officaes?

Ansver:

I will bring to my new responsibilities nearly twenty
years of successful management exparience. In my
present position at Gallaudet University I am
responsible for a workforce that is approximately the
same size as the one in OSERS. I employ a team approach
to planning, priority-setting, problem-solving and
efficient and effective wanagement. It is not my style
to do other administrators' work for them. I will
consult with key parsonnel on basic strategies to
achisve unit and department goals and offer assistance
as needed and requested, but I will give them wide
latitude to manage their own units. I believe that if
senior managers are to be held accountable, they must be
given freedom to exercise their authority.
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€imon

Question:

3. As an example of your policies toward appropriate
authority and efficient management in your office, what
will be your policy in regard to the approval of travel
requests of the RSA regional offices? Should the
Commissioner of RSA have authority to determine
legitimate expenditures in this and similar matters
in those offices?

Answer:

I do not see myself becoming involved in individual
decisions related to approval of travel within the
regional offices of RSA. That authority —ests
appropriately with the Commissioner of RSA.

Simon
Question:

4, In your opinion, should the Assistant Secretary exercise
authority to reverse decisions made in NIDRR, OSEP, or RSA
in regard to grants approved through the peer review
process? If 80, under what specific circumstances?

Answers:

I believe that the Assistant Secretary must be afforded the
opportunity to exercise discretion in selecting a final
slate of grants for recommendation to the Department for
funding. However, this discretion would be limited in
accordance with the Education Department General
Administration Regulations (EDGAR) governing the selection
of applications for new grants.

The discretionary grant review process uses peer reviewers
to evaluate grant applications according to approved
selection criteria, The end result of their review is a
rank ordering of applicants based on their scores. These
rankings are typically accepted by component leadership and
the Assistant Secre.ary, if all selection procedures were
correctly followed. The administrative regulations state
that the final rank ordering of applicants may be determined
by factors other than peer review evaluations, including the
applicability of funding priorities, other program selection
requiremeats (such as geographical distribution of projects
and past grantee performances), and the applicant's
appropriate use of funds under previous grants,

L
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Simon

Question:

5.

It has been asserted that delays in appointment of
qualified personnel would have been significantly
reduced if the office of Assistant Secretary had
permitted the heads of NIDRR, OSEP or RSA to make
final decisions on hiring for theilr own offices. what
will be your policy in regard to decisions made on
rersonnel within NIDRR, OSEP, and RSA?

Ansver:

As T have stated, a senisr administrator can be held
accountable only if given freedom to exercise authority.
I expect senior administrators to have the primary
responsibility for making their own personnel decisions.
However, I will want to have the opportunity to review
major or significant personnel actions and personnei
policies. I believe that on many of the major personnel
decigions, I will provide important information and
input that will be helpful. I do not intend for the
Assistant Secretary's office to become a "bottleneck" or
source of delay in making personnel decisions.

Simon

Question:

6.

Concerns have been raised about the current use of
administratively determined positions {(ADPs) and that it
unfairly avoids competition for certain positions. what
positions in OSERS are currently in that status? What is your
intention in regard to the use of this authority?

Answert

There are currently 14 positions in the Office of Special
Education Programs that have been filled through the excepted
appointing authority and 2 positiors in the Nativnal Institute
on Disability and Rehabilitation Research.

It is my intention to administer the excepted appointing
authority in a fair and equitable manner within the guidel inev
established by the Congress, under the Education of thw
Handicapped Act and .he Rehabilitation Act. I do not intend
to use this authority to avoid competition for positions that
should be i1illed under civil service.

21-838 - 89 ~ 4
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Simon
Question:

7. what is the role 2f OSERS in providing technical
assistance *0 service providers? Should technical
assistance eiforts be increased? Changed? 1In what
ways?

Answert
I think technical assistance plays a critical role
in disseminating the results of research and
demonstration activities as well as in ensuring that
providers have che capacity to carry out their
rvesponsibilities to handicapped persons. Technical
assistance is also one conatructive way of helping
to ensure that States are complying with all the
requirements of Federal law. I know that OSERS is
actively engaged in this type of activity, but without
further review, do not know whether these activities
should be expanded or modified. However, I do think
that technical arsistance to service providers should
be a component in the implementation of any new
initiative OSERS might undertake.

8imon

Questions

8. The shortage of trained personnel in both spscial education
and rehabilitation is a constant cry from individuals in my
state and I expect others. Wwhat can you as Assistant
Secretary, do to help alleviate these problems?

Answer:

RSA has been very active in pursuing remedies to the
problem. Some activities include: studies of personnel
ghortages in 1587 and 1989; forums in the fall of 1988 to
gather input regarding rehabilitation training) active
participation with CSAVR's Personnel Preparation Committee;
and hosting a National Rehabilitation Educators Conference
in 1989. Activities of this nature and purpose will
continue.

Future plans or meeting rehabilitation personnel needs
include: publ.ration of proposed training priorities for
1550 that focus :.:aining grant programs on identified need:;
development Of new training models through the Experimental
and Innovatior tlinritys and close menitoring of and
collaboration w. .h our Continuing Education cooperative
agreements.

"
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Simon

Questions

9.

The various professional fields of rehabilitation have been
developed over the Years in response to the needs of the
rehabilitation service delivery system. There was grave
concern that resulted fram an OSERS statement to Congress a
couple of years ago that OSERS funding priorities would be
based not on determined shortages in specific fields but on
OSZRS assessment of how such personnel fit into an OSERS
views of the goals and objectives of the state/federal
rehabilitation program. In your view, should OSERS be
determining training priorities on any basis other than
getermination of needs as expressed by shurtages in the
{eld?

What will you do to assist the Commissioner of RSA in
complying with the requirements of section 304 (c) of the
Rehabilitation A«t? Particularly, what efforts will you
undertake to ensure compliance with the last sentence of
that section, in regard to allocations being justified by
findings of shortages?

Answer:

There may have been some confusion and misunderstanding
regarding rtatements that may have been made several vears
ago. It has always been OSERS' intent to base funding
priorities for rehabili.ation training grants on identified
person-el shortages in the field,

My office will work closely with the RSA Commissioner to
ensure that training allocatioas are based on data
pertainiig to perconnel slortages in the field. &as
necessary, RSA will conduct periodic surveys and studies to
update information about personnel shortages in
rehabilitation,
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Simon

Question:

10, The Department of Education has recently reversed its former
position in regard to the use of tape recorders at IEP
meetings. In the past, the use of recorders was permitted
at the request of either the school or the parent. The new
position states that both parties must agree for the use to
be permitted. This change in position has created some
difficuisties in Illinois. Although the vast majority of
school systems never raise objection to the use of tape
recorders by parents, in a few cases parents have been
refused that right. Will you ensure that this changed
policy is reviewed and that during that review the rights of
parents under section 615(d) of the Education of the
Handicapped Act to have meaningful participation through the
use of the expert of their choice, taking into account the
learuing disability or other needs of that expert, are also
considered?

Answer:

My understanding of the law is that EHA-B neither prohibits
nor requires the use of tape recorders at IEP meetings,
However, the fact that tape recording an IEP meeting is
permissible does not confer a right oa either party to do
80. Because Federal law does not specifically prohibit or
authorize the tape recording of IEP meetings, policies
regarding their use are the responsibility of individual
school districts or State educational agencies. As
requested, I will ask the Director of the Ofiice of Special
Education Programs to review this issue as well as the iscue
you raise concerning the use of an expert of the parents'
choice.
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Question:

97

11. We have been encouraged by the President's willingness
to increase the budget for the Department of Education,
although we would like him to be even more generous. In
light of the prospect of some continuing increases, what
is your "wish list" for programs within OSERS'
jurisdiction? What do you see as the areas of greatest

need?

Ansver:

I would like to see emphasis in areas such as:

+
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recruitment and training of rehabilitation and
special education personnel (with special emphasis
on recruitment of minority persons),

early childhood and family education pragramming
transition to postsecondary programs

independent living

supported and competitive employment

utilization and dissemination of research results

technical assistance to parents and family
education

training and orientation activities for
regular wducation personnel
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Quest
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ion:

Given the integration movement in the United States in
nearly all walks of life and certainly existing in the
disability community, what is your position on enhancing
this movement as well as the policy by which F.L. 94-142
and its least Restrictive Environment (LRE) component
can ba met per th. letter and intent of the law
(response ghould include those with mental retardation)?
What will you do to supply Jreater integrated
educational opportunities for persons with mental
retardation, many of whom have not been provided the
full range of choices guaranteed by P.L. 94-1427

Answer:

I support the progress that has been made in providing
students with mental retardation with programs that are
located iy regular classrooms and regular schoois. These
programs have a very important role in prejaring
students with mental retardation for life in a community
satting aftar they leave school. They also play an
important role in educating their non-disabled peers.
Support for increased involveuent of students with
mental retarcation in integrated setting® will be
enhancad through increused public information efforts,
increased advocacy support for parerts, cxpanded
training and orientation for regular education
personnel, including non-disabled studeits, and closer
monitoring of LEA/SEA plans and progr. . for compliance
with P.L. 94-142. Additionally, more efficient and
effective diffusion of research findings to impact on
practices and processes at the program level will be
emphasized.

102
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Simon
Questions

13. As education has improved for persons with disabilities in
the last 15 years and with the réaching of adulthood of the
first set of children who received early iitervention
sexvices per se, what is your position on the continuing of
education for adults as well as community/competitive
employment for adolsscents and adults with disabilities
(including those with mental retardation) addressing but not
limiting the responae to the transition process from school
to work and the enhancement of Supported Employment as well
as the process )y which this will be accomplished?

Answers

Despite the provision of early intervention and appropriate
education throughout the child's tenure in school, many
youth who leave special education programs do not have the
skills necessary for competitive or supported employment.
Many youth with mild handicaps have been supported in
"academically oriented" secondary programs and did not have
to the opportunity to develop the specific job skille naeded
for entry level emplyment. These youth should be
encouraged to enter regular or adapted postsecondary
programs along with their age peers so tlhat they may acquire
or upgrade the skills they need for entry level, competitive
employment.,

Although youth with severe handicaps have made exteénsive
gains during their scltooling in terms of independert
functioning, the majority of them will require scme degree
of on-going support to live and work in the community.
Exiting data collected under Part B of the Education of All
Handicapped Children Act indicatc that the needs of youth
with severe disabjilities for continued support services far
exceed the capacity of adult service agencies to provide
these needed services. Through various initiatives ot the
Secondary Education and Transitional Services program tne
Department has supported numerous efforts to develop and
maintain cooperative agreements .etween the school ard adult
services agencies to improve the opportunities for youth
with severe disabilities to maximize their potential through
employment and independent living.

I will continue to 3aupport efforts that identify emerging
issues related to the transition of all youth with
disabilities as well as develop practices which farilitate
their transition to the community, including employnhent.

.....
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Simon

Question:

14.

Our nation is turning to the family structure in

more and more ways in order to strengthen the country as
a whole. We are seeing this in the disability community
also and wish that concept addressed as to how the
ongoing building of family process will be strengthened
via identification, special education, rehabilitation,
transition, related services, SEA/TLEA interactions and
process/priority establishment with NIORR/GSEP/RSA?
(Response should address those with mental retardation
as part of the constituency affected.)

Answer:

There is no question in my mind that the family is key
to the development and successful integration into the
community of a person with a disability. Parenting a
child with a disability is not learned instinctively.
Parents and siblings need to be helped to develop the
skills and knowledge required to effectively contribute
to the cognitive, psychomotor and affective development
of the family member who is disabled. But a family
cannot assume the entire burden alone and the experience
must be a positive one for it to be a successful one.
For this reason, it is essential that the family be an
integral contributor and team member, along with
.rofessionals and other service providers, throughout
all of the rtages of the disabled member's development,
ranging from the educational experience and continuing
through transition to employment and community life. I
am committed to the practice of involving disabled
persons and their families in planning, setting
priorities and evaluating OSERS program activities.
This commitment cuts across all areas of disability and
will be especially sensitive to those with the greatest
needs.
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Simon

Question:

15.

Early intervention has been a positive and motivating
factor in the lives of many people touched by disability
in our society since its inception. That movement has
b'en growing stronger with P.L. 99-457 and the
anticipation of furthe 1legislation with reauthorization
in 1991. Please proviue the position and process by
which you view the enhancewent of early intervention (to
include children with mental retardation).

Answer:

Please refer to the previous answer for a statement of
principle and commitment relative to family involvement
in all aspects of the learning and development
experience of persons with disabilities. I agree that
early intervention has been a motivating factor in the
lives of many people with disabilities and has helped to
strengthen and support the family structure during the
critical formative years. Research data indicates that
early intervention has been especially effective with
children who are disabled. In a sense, it has "made a
difference." I will promote expanded tachnical
assistance to parents so that they will be better
informed of services and programs and be fully
acquainted with their children's rights and their own
responsibilities in the education and rehabilitation
processes. Additionally, I will seek to strengthen
monitoring processes to ensure appropriate compliance
with the provisions of the early intervention
regulations. Again, these decisions and the views
expressed here, cut acrosn all areas of disability.
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Question:

16, Please provide the process you will employ for
monitoring the States relative to P.L. 94-142
and all of its amendmants.

Answer:

In order to ensure compliance in the States with the
requirements of P.L. 94-142, the monitoring process must
be fair, consistent, reliable, accurate, timely and
constructive. Fairness is enhanced when parents,
advocates, spescial educators and local and State
administrators understand the standards that will he
used to deternine compliance. Additionally, there must
be general agreement that those standards are valid. It
will be critically important that OSEP build a

consansus of understanding among all concerned. In
order for the process to be accurate it must undergo
rigorous in-house raview and must be sufficiently
staffed. Proper staffing in terms of numbers and
specialized expertise and training is critically
important in order to ensure the reliability of the
findings. staff assigned to the monitoring process
should undery continuing staff development training and
new staff sho.ld also undergo a training regimen. The
Offica of the General Counsel has played an active and
critical role in reviewing the legal sufficiency of the
monitoring reports and I would like to have this on-
going review continued. Computer and other technic:?
support should be provided to the monitoring staff to
improve the quality and consistency of thair work.
Timelincss is an absolute requirement in order that the
conditions impacting on those who are adversely affected
b{ non=-compliance can be ameliorated. No more than
sixty days should elapse after completion of the on-site
monitoring visit before a draft report is available.
Likewise a similar timeline is needed to ensure the
timeliness of the states' corrective actions.

Technical assistance provided to the States will
ultimately determine whether the Federal monitoring
system will play a constructive role in implementation
of EHA. Monitoring should be a springboard to a sat of -
technical assistance activities provided to the States
through the various discretionary programs authorized

by EHA and administered by NSEP. 7This technical
assistance capability should be improved by the staffing
of highly qualified individuals and providing them with
the support and adequate resources needed to dispense
timely and expert advica to the States regarding
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Simon =16 (continued)

necessary improvements. Placing technical assistance as
the centerpiece of compliance monitoring will improve
special education and related services and will
strengthen the Federal/sState partnership.
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Owens

Question:

1. In your opinion, what are the top three management
issues facing OSERS today? How do You plan to address
these issues?

Answver:

The three top management issues, as I perceive them
without benefit of specific reports or data, are:

+ excessive centralization of authority in the
Assistant Secretar,'s office

+ lack of coordination and teaming among the
various managers and subunits

+ excessive number of vacanciaes in critical
positions

I have stated that resolution of the management problems
at OSERS will be one of my highest priorities. I am
pleased that a group of senior managers with years of
successful management experience will be joining me

when I come on board. I have a strong personal
conmitment to a participatory management approach to
planning, priority-setting and problem-solving in
support of efficient and effective administration. I do
not intend to do other managers' work for them so I have
little concern regarding problems of excessive authority
in the Assistant Secratary's office.

I am aware that OSEP, RSA and NIDRR were brought
together in OSERS to provide for better coordination of
policy development and program implementation. I
consider coordination and cooperation among these three
agencies to be essential to the provision of efficrient
and effective rervices to the disabled. Therefore, I
will plece high priority on ways to improve couordination
and cooperation. For example, I intend to examine how
rerearch and demonstration funds administerec by OSEF
and RSA can be used to promote the objectives of the new
Technology Assistance program administered by NIDRR.

Furthermore, recruitment of highly qualified personnel
for the vacancies that exist will be an immeciate
priority for the senior managers in the three agencies
in OSERS. I will be delegating to senior managers and
administratora the authority to make appropriate program
and personnel decisions, and will hold them accountable
for the results.
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Owens
Question:

2. Please list the authorized personnel ceiling (FTE level}) for
the fullowing:

Answer:

Personnel ceilings are established by office. The Assistant
Secretary has the discretion to allocate positions among the
components of the office. In the case of OSERS, the ceiling
is 425, The current allocation is as follows:

Central OSERS 43
RSA 213
OSEP 136
NIDRR 33
TOTAL 425

Owens
Question:

3. Please list the number of permanent full-time individuals
currently employed in the following:

Answer:
Central OSERS 33
RSA 197
OSEP 121
NIDRR 32
TOTAL 383




106

Owens

Question:

4. There has been a consistent pattern of large numbers
of vacancies in OSERS and its subunits going back
several years. What do you plan to do differently to
more affectively f£ill those vacencies with gqualified
personnel?

Answver:

Please refer to my previous answer for my perception of
this concern. I will work with senior managers to see
that the best qualified individuale are recruited and
hired for vacancies that exist. I will expect them to
actively recruit qualified persons with disabilities,
women and members of racial and ethnic minorities.

Owvens

Question:

5. OSERS' highly centralized management has stifled mid-
level managers and component heads, what plans do ycu
have to involve OSERS' managers more in the decieion-
making process?

Answer:

As I have stated, my managerent approach is to provide
leadership and guidance tu my colleagues, team with them
in the important functions of planning, priority-setting
and problem-solving, and demonstrate confidence and
trust in them by delegating authority to exercise
discretion in carrying out their responsibilities.

I will not centralize inappropriate or excessive
authority in my office.
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Oowans

Question:

6. Monitoring EHA formula grants has been a problem area
for OSERS'! Office of Special Education Programs for
several Years. What are Your plans for improving the
monitoring activities of the 0ffice of Special Education
Programs?

Answers

I have responded to this concern in answer to a previous
question, but would like to reiterate that monitoring
for comrliance with the provisions of EHA will be a high
priorltx for my administration of OSERS. 1In order for
the monitoring process to be effective and be viewed as
a process of positive support, it must be fair,
consistent, reliable, accurate, timely and constructive.
I intend to provide whatever support and resources are
needed to ensure that the process reflects these
qualities. I will review the level of staffing and the
particular expertise and staff development support
required to sustain reliable and accurate monitoring
procedures and standards and provide additional support
as may be required. I will also emphasize and upgrade
the extent and quality of technical support provided to
the States in order to ensure effective monitoring
through improve | communication and collaboration. Dr.
Judith Schrag, ‘he new director of OSEP, has also
idantified a moi 2 efficient and sffective monitoring
process as a high priority for her unit., I will proviie
wvhatever support and assistance may be requiread to
achieve this improvement.



108

Owens

Questions:

7. In recent years, OSERS has had difficulty in working
cooperatively with key state officials such as stat-
directors of vocational rehabilitation and special
education. what would you do to improve relations with
those groups?

Answer:

The senior administrators whom I will be joining,

and who are also new to OSERS, bring distingulshed
records of long association and collaboration with state
officials, leaders in the various communities for the
disabled, executives and directors of professional
orgaaizations, and leaders of parent and advocate
organizations. I have had long associ.tion with similar
groups as well &8 numerous contacts in the last Yew
months. I expect that these associations and contacts
will be useful in forgin' new ones with a wider range of
state officials. This hustory of mutual respect and
support will enhance our ability to strengthen the
partnerships we will depend upon for effective
collaboration. T will encourage OSERS personnel to
place strong emphasis on maintaining frequent contacts
with atate officials and to be receptive to input from
them. & willingness to meaet with state officials to
share information, exchnge views, discuss problems and
issuas, and receive suc estions on a variety of program
topics will strengthen the Federal/state partnerships.
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Owens

Question:

8. The General Accounting Ofi: = has recently completed
its study of OSERS managemern- ‘ssues and briefed
Department officials on the re “ts. What specific
management practices do you plarn *° institute vo
resolve the management deficiencie. ‘ited by OSERS
managers and senior staff in the GAQ \dy?

Answer:

As I have stated in an earlier answer, I am fa..!liar
generally with the management problems identified by
GAO. My management philosophy has always been to ¢ive
senior managers the responsibility and authority to d»
their jobs and hold them accountable for the results.
I believe this approach will make a significant contri-
bution in correcting one of the major problems
identified by GAO; specifically, the micro~management
of OSERS and centralization of authority in the
Assistant Secretary's office. I assure You that
resolving the management problems in OSERS, viatever
their nature or cause, will be one of my highest
priorities. we have taken an important first step

by bringing into key senior positions individuals with
strong management backgrounds. They will bring
effective management and skillful leadership t> meet
the needs of all individuals with disabilities.

Owens

Question:

9. All three units under OSERS conduct research activities, ofter
with similar objectives. How would you handle any duplication

of research efforts among these three agencies?

Answer:

I believe that more cffective communication among OSERS'
components could do much to improve the focus and quality of
all activities, including research, and help to eliminate any
duplication of effort among the three agencies. I plan to
strengthen and improve upon existing coordination efforts to

ensure that the activities of the three agencies
complementary and not duplicative.
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Chairman OweNs. Included are questions that I had asked you
also, most of which will not be repeated here. I think perhaps I
would like {o begin my questions by clearing up the problem of
methcdology.

In what ways do you have a problem with the methodology used
in the GAO study?

Dr. DAvILA, I am sorry; I missed your question.

Chairman OweNs. You indicated that there was 2 groblem with
the ;net?hodology used by the GAO. What is the problem in your
opinion

Dr. DAvILA. Yes, sir. Most of the data was derived from a survey
questionnaire that was sent out to OSERS staff and to others who
interrelate with OSERS externally, the directors, for example.

The questions were afeneral in nature, they did not deal with spe-
cifics, as I see it, dealt with general problem areas and personal
opinions. As far as I understand, there was no validation of the in-
sﬁrument, no pre-testing, which is generally done for a survey of
that size.

I also note—I'm experienced in this kind of study—that, invari-
ably, employees who do not respond generall%vhave positive views,
but :heir opinions probably are not included. We do not know their
positions.

Generally, when people have a negative view, they will express
it. When they have a positive view, they generally will not take the
option to do so.

In a situation uke this, when management is ung;)pular, re-
sponses are generally directed at individuals, rather than to pro-
gram performance. For a number of reasons, however, I believe
that there was sufficient, clear indication that there are problems
and we will be guided by the findings of the stugr.

Although we did have some questions, generally speakiug, about
the study itself, we are not looking beyond the need to be respon-
sive,

Chairman OweNs. Mr. Gainer, would you care to comment on
Dr. Davila’s statement?

Mr. GAINER. I think—I don’t want to get into sort of contention
with Dr. Davila, sort of for the reason that Mr. Smith mentioned
and that is that what is really important here are the programs
and the success of the programs.

I have reviewed Dr. Davila’s responses to the questions to you
and other members and senators and I believe that the plan that
he lays out were his plans thus far, what he intends to do with the
organization are right on the mark and that he is talking about
doing the right things and given his management experience and
the management experience of the people that have been brought
in for his top team, I think you are going to have a very different
environment in OSERS than you had in the past.

I wanted to say that before I talk about the methodology. We
invest a lot in methodology at GAO and we think we know what
we are doing. We are one of the preeminent survey researchers in
the country now and we have the best experts available to help us
in the survey desiﬁ-n.

I can tell you that no o;fanization where we send out this kind
of questionnaire which really gets into questions of organizational
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and leadership performance likes it very much. We do some of this
internally and I don’t like it very much when I get it, but the ques-
tionnaire was pretested.

It is based on a methodology that has been used in other agen-
cies and has been validated by extensive field work afterwards to
colloborate that there were problems where problems were found
in the questionnaire results,

I don’t think there were any problems in the methodology of the
study and I could respond in more detail to the problems. As far as
n}?n-ilespondents, we don’t know what the non-respondents were
thinking.

We know from interviews that a large number of people were
scared to death to respond, so I don’t know that I would immediate-
1{ assume that those who did not respond had positive views about
the organization.

Chairman OwENs. Did you do a similar study for the Department
of Labor and how does that appear with this study?

Mr. GAINER. We did a much larger study for the Department of
Labor where we used a similar diagnostic instrument and then a
much more detailed field work in regions and in the department to
make specific recommendations on what could be done to improve
operations at the Department of Labor.

That study used a similar approach, looked at similar problems,
human resource maragement, goal settings, strategic planning,
and so on, and found similarly difficulties in the Department of
Labor, but the initial approach we used here was very similar to
what we did at Labor.

We just did not follow it up with significant work in the field in
order to develop recommendations. It was our belief that it was
more important to get this done and have the study available when
the lr:ew administration came in than it was to do additional field
work.

Chairman OwENs. Did you find any evidence that the problem of
vacancies in key positions was due to some broader administration
policy; that OSERS was a second-grade objective—second priority—
and that the administration—maybe OMB—was savingnmoney and
p;'i;m:;ed them in some way from filling positions? Any evidence
of tha

‘Mr. GAINER. I am not aware of any evidence to that effect. We
did try and probe to see where the problems in filling vacancies
might be.

Based not on the survey, but on discussions with individuals
before and after this survey in OSERS, it would be my best guess
that it was a problem of, again, micromanagement where all the
hiring decisions were essentially made in the Office of the Assist-
ant Secretary and that the administrative operation in that Office
of the Assistant Secretary was slow to move these things.

If there was anything more to it than that, I am not aware of it.

Chairman OweNs. You mentioned in passing that the lack of
travel funds was a higher level decision. Did I hear you correctly?

Mr. GAINER. ] said it may well have been a more general prob-
lem with agency budget, but it is an area that we could not get res-
olution on. We know that they did spend their travel funds, but the
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amount of money requested and the amount of money received,
you don’t know what happened first.

Could the organization have gotten more money for travel? Had
they asked for it? Were they told not to ask for it? We could not
get behind that. What we know there is that the employees and
the constitucacy groaps f2lt that more travel was needed for a vari-
ety of pu.poses and it wasn'i there, but we could never nail down
Just what was the chicken and what was the egg.

Chairman Owens. Dr. Davila, have you found any evidence of ex-
ternal obstacles to filling positions in OSERS, that there was some
policy in the administration which prevented the rapid filling of
positions?

Dr. DaviLA. No, sir. I am not aware of any obstacles, external or
internal, other than that the process of hiring is long and ex-
tended. In a sense, you can not fill a position immediately, it takes
time, to go through the process, but from my perception, in a short
time I have been onboard, one of the more serious personnel prob-
lems is of retention.

During the last year, if I rer.ember my figures correctly, we have
hired 71 new people, but we have lost 61 through retirements and
transfers, people leaving their positions in OSERS, so we need to
create a healthy balance and develop a positive work environment
that will encourage people to stay.

So, we are standing on a treadmill. If we keep losing people at
that rate, their will be no gain. We need to work on both recruit-
ment and retention. We intend to give very strong and consistent
attention to creating a work environment that will encourage
people to come to work with us and stay with us by providing op-
portunities for upward mobility if they stay and recognizing excep-
tional performance, rewarding people for good work. This is some-
thing we have to work on.

Chairman Owens. So with respect to hiring people to fill key po-
sitions and keeping people in those positions, you would say the
buck stops with you? We look forward to holding you accountable;
the buck will stop with you.

Dr. DaviLa. You may see it that way. There hasn’t been a situa-
tion where any higher authority has given me any instructons
about any particular positions and how they should be filled.

I think tnat is something I and the other senior managers in our
division will determine. :

Chairman Owens. I will end with this question and then come
back later with further questions after other members have had a
chance to ask questions.

I happen to feel very strongly that good management and prob-
lem effectiveness are inextricably interwoven, that most of the
problems of the world are not with political idealogy of economic
systems, but with the ability of bureaucracies to manage, the abili-
ty of people to manage systems properly.

What is your opinion of the relationship between good manage-
ment and program effectiveness?

Dr. Davira. Well, you are correct. There is a strong relationship
between the two, and you know, even without the GAO study,
within time in this position of responsibility I would put into prac-
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tice the good principles of management which I have been practic-
ing'or ears.

, ] have my own style, my own pei.jonal view of management. I
work very well with people. I have the help of other people in deci-
sion making. I can make hard decisions when I have to, but I am
generally inclined toward particarsiory m< jement so I woula
want to help to put into practice this kind . proposed manage-
ment.

I work hard at deve'.ping relationships external to my own pro-
grams because in thz long run, they bring great benefit both to the
people who we se”ve and to ourselves. It makes us better providers
of service. I wo'.id have applied the good principles of management
that obviously need to be in place I would have done this regard-
less of the study.

So, I am not really overwhelmed by the study itself. I am looking
beyond that study.

Chairmun OweNs. I yield to Mr. Bartlett for questions.

Mr. BARTLETT. Thank you, Mr. Chairman. It seems to me that
the methodology argument is somewhat of a circular argument in
which one should ir all fairness say that a survey methodology
may give some indications of difficulties, but it is also limiting and
I think you are both saying exactly the samz thing.

I do want to just make certain I understand what the methodolo-
gy was. As I read the report, and I want to make sure I didn’t miss
anything, Mr. Gainer, as I read the report, the only quantitative
analytical data that I saw in there was the vacancy rate of Janu-
ary 1988 and, again, another snapshot as of February 1989 and all
of the other conclusions were based on surveys of state rehab direc-
tors, state special ed directors and employees at OSERS.

Were there other quantitative analytical data in the report that
I missed?

Mr. Gaiver. We did have a variety of other things and they are
reflected indirectly in some of the sections. Our intent was original-
ly to use somewhat, not a great deal more, but somewhat more
quantitative data for context or background or to colloborate things
that we have found.

It was exceptionally difficult, and I believe you are aware of this,
it was exceptionally difficult to get that kind »>f information from
OSERS and I would attribute that, I suppose, to the problems we
found in management of OSERS.

They had difficulty doing a lot of things. However, I think to get
to the heart of your question, I would like to say that we were
originally asked to and we set out to identify areas where problems
exist and not to come up with specific solutions.

As such, we have fcund over time that this kind of diagnostic
technique where you look at the employees of an organization and,
in essence, the customers of that organization is a good way to find
out where there are problem areas.

We have enough experience with this kind of diagnostic to have
some relative judgments as to, you know, what is & problem and
what isn’t and we reported only the strongest of the relationships
where most of the people in the organization and where most of
the state directors saw a problem.

17
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We then went in after the fact and v talked to component
heads about our findings and ?ave them an opportunity to explain
to us where the perceptions of the employees and where our judg-
ments, based on our surveys, might be wrong.

As | said earlier, there were places where peofple wanted to quib-
ble with us about a fact or the interpretation o something and we
learned a great deal from those discussions, but people really did
not tell us that they had a strategic planning system.

When they attempted to show us this strategic planning system,
they couldn’t come up with it. When they said they had an aiterna-
tive mechanism to manage the organization which made sense,
they couldn’t explain the sense to us.

So I think your characterization is correct. There is not a lot of
hard data on management activities. We did get information on
grants and the length of monitoring and how often things were
monitored.

We had hard data on those things, and that hard data fits the
perceptions of the employees, but by and large, it was based on
these surveys, but the one thing that I would think is very impor-
tant is that we were also dealing with some basic management
principles and going back then to discuss these basic management
principles and the é:roblems we saw with senior level officials in
the organization and we got concurrence.

If it had been a big difference of opinion, we would have been
less willing to issue the findings that we have.

Mr. BARTLETT. So, your methodology was exclusively surveyed
methodology, but then you colloborated some of those survey con-
clusions with interviews in OSERS?

Mr. GAINER. And with some hard data. If I were going to put a
number on it, I would say that 70 percent of our methodology was
the surveys and the other 80 percent were data and very probing
i{i_te}fviews after we had the findings to see if we had the message.

1ght.

Mr. BARTLETT. Second question, Mr. Gainer, in your experience
with other agencies and based on what you see at OSERS, what
would be the range over a period of time that you would anticipate
that these management issues that you have identified should be
corrected to an acceptable level?

How long do you think it will take Dr. Davila to make some of
these changes?

Mr. GAINER. It sort of depends on the item. Obviously, he can put
in a planning system and a new management system pretty rapidly
and that is a big part of the thing that needs to be done.

Mr. BARTLETT. Obviously, you never worked at the Department
of Education if you think that can be done pretty rapidly.

Mr. GaNER. I would not want to do it at the gepartment of Edu-
cation, but I think within one of the Assistant Secretary’s func-
tions, when you have the ability to bring 'n new senior managers,
and that has occurred here, thrse thing,, I think, can take place
pretty fast.

The human resource managoment problems will take some time,
working cut new strategies for inonitoring and technical assistance
and then getting those implemented. It is going to take time,
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hMli.d BartLETT. Do you think over a period of a year, we
should——

Mr. GANER. I think you will see progress in a year, but to get
the effect out into the states and the field, to get %c;licy decisions
made and to get guidance out that may or may not be needed, it is
going to take——

Mr. BARTLETT. Based on what we have heard Dr. Davila say
today and also what you have seen of his testimony and seen of
what he has done just in the last several weeks—four weeks, five
weeks—do you believe that he has taken steps to provide OSERS
wi.th.thg kind of management that you think would accomplish the
mission

Mr. GAINER I should note that we have not been into the organi-
zation to look 't exactly what is happening, but based on his testi-
mony and his 1esponse to our rego , which we received just last
week, and the statements that he presented to the Senate, he
seems to be working on the right problems.

The things that he plans to do seem right on the mark to me. He
isﬁ}zking at the needs of the employees, at the problems they iden-
tified.

He is looking at the problems identified by the constituent
grotgis and I think that is the approach that anly organization has
to take. He is translating that into the specific plans for the future.

S%,. yes, I think everything that I have seen so far looks very
positive.

Mr. BartLETT. Do you have any way of—what kind of marks
would you give him so far. As far as management, would you give

Mr. GAINER. I have gone through this particular kind of exercise
myself, and I would say that I would have to give him a better
grade than I would have gotten. I would have to give him an “A”.

Mr. BARTLETT. All ll'\i/fht. Thank you, Mr. Chairman.

Chairman Owgns. Mr. Jontz.

Mr. JonTz. Thank you, Mr. Chairman. Welcome, Mr. Secretary.
It seems o me in your statement.that you documented very well
the different reforms that you are making within your office to im-
prove communication and involve others in the decision making
process and that is very impressive.

Perhaps I missed it in your statement, but can you make any
summary to us of what steps you made or have taken to improve
your relationships with the state agencies? Have you sat down with
the agency directors to hear their concerns?

What do you plan to do to improve comraunication with the
agencies and the states where there is obviously a need to make
such improvements?

Dr. DaviLa. Okay. Many thinge actually have happened by way
of maintaining long-standing communication lines with people in
the states. We have managers in position in rehabilitation, for ex-
ample, Commissioner Carney, and in Special Education Programs,
Dr. Judy Schrag, who bring to their positions long-standing in-
Kﬁl_zgment w.th professional organizations and state-level responsi-

ities.

They have already begun to maintain and strengthen those rela-
tionships by having constant meetings with key individuals and
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maintaining continuing dialogue with organizations and constitu-
ent groups.

We are also accepting a number of speaking invitations to travel
to different states so that we can have an exchange of information
and impart information about what is happening, and what we are
planning to do, that sort of thing.

So, we have our own priority for ongoing communication that we
need to strengthen and we intend to give increased support to the
regional resource centers and the regional offices in re abilitation,
for example.

They need to become more effective in carrying out their respon-
sibilities regionally, which is also a high priority for us.

Mr. JonTz. I appreciate that answer—and when you are more
settled in the ofﬁr::e you wiil be able to do more in that regard. I
think your personal commitment will be a positive sign to the
peoile out in the state. Obviously, the problems that have occurred
in the past cannot be removed immediately, but I would hope you
would make that a part to communicate directly with the states
and use your personal role in this regard to address some of the
problems that we have heard about.

Thank you, Mr. Secretary.

Dr. DaviLa. We will. Thank you, sir.

Chairman Owens. Mr. Smith.

Mr. Smith. Thank you, Mr. Chairman. I would like to ask Mr.
Gainer, with the refere:ice to the Labor—the comparable thing you
did with the Department of Labor, could you just briefly outline
what some of the similar difficulties were because we are now nper-
ating under about a ten minute constraint, right, Mr. Chairman?

Chairman Owgns. Well, we can break and come back if you want
more time.

Mr. Srarra. I will try to be brief,

Mr. GaiNer. We found problems in adequate training, for exam-
ple. There, since it was a larger de artment, larger organization
with additional functions, we ookecF at information management
and found that they lacked any kind of strategic planning or long-
term goals for how they were going to utilize information systems
in the organization.

We found problems in their enforcement of the various laws that
they enforce. We found very serious morale problems because you
had a secretary that was under cloud for some period of time
before Secretary Brock came in—many of the similar difficulties
that you find in OSERS and I think what you would find if you
looked at the Department of Education more generally.

Mr. SmrrH. I guess my longer term interest and I would be appre-
ciative if you could send me some examples to save time today 1is if
there are examples in the Federal Government where everybody is
{'ust happy as a clam and dancing to work every day, and serious-

y——

Mr. GAINER. It mifht take me a while to find that example.

Mr. Smitn. I would be sorry if that were the case, but not sur-
prised. I think my concern here, when I looked at your responses
and I am not a statistician, Gods knows—I am not sure what I am
sometimes, but I saw what looked like on the one piece of substan-
tive response, it looked pretty much like a bell curve, with a little
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bit of a dip in the middle where people sort of said, “I don’t know
and Ifdon t care,” whatever that middle one was, which I felt was
sort of——

If we chartered that as a standard statistical response, it might
not look so significant as oppose to breaking it out into six compo-
nents. My second question is, did you find and if you did, how
would you response to the sharp division between the rehabilita-
tion community and professionals and the special education pro-
grams and geodple and professionals at the state level?

Did you find that in other places and if 80, to what extent? Do
you think that is just a built in problem given the nature of this
agency and how would it affect the operations of the agency?

Chairman Owens. Excuse me one minute. Can you come back?

Mr. SmitH. I certainly can. I hate to hold—-—

Chairman Owens. Why don’t we give him time to think about
that and we will take a ten-minute break and resume in ten min-
utes.

Mr. SmitH. Okay.

Mr. GAINER. Whatever your pleasure is.

[A brief recess was taken.]

Chairman OwEeNs. Please come to order I think Mr. Smith was
pitr:hing and you were about to bat, Mr. Ga.ner.

Mr. SMiTH. Let me just rephrase or phrase the question a second
time in an attempt to be useful. The question really ended with a
reference to what I have understood, having been an employee of
our State Department of Education in the early 1970s when the
merger of departments began, a long-standing tension between
people in the voc rehab side and people on the 94-142 side.

I made three observations about the chart which is on the draft,
Pagl? 50. One is that when you accumulate everythi nﬁ and just plot
it, howbeit not with a fine tune plotter, it looks i lot like a bell
curvia to me with a little dip in the middle for neither well nor
poorly.

Then when you plot special state ed directors, you see something
that is really overwhelmingly positive and when you plot voc reha
state directors, you see something that is fairly overwhelmingly
negative.

id you find at either the Federal level or in your conversations
or in the data elsewhere indications of this kind of a persisting
problem in the agenci or in the overall program?

Mr. GaINgr. I think when you look at the state level or say, the
constituencies for these programs, I think it is clear that the spe-
cial ed people had been happier with the priorities and I think that
is where it comes in. It is the overall priorities that have the voca-
tional rehab people over the last few years.

They, of course, have very different functions. The voc rehab
people here in Washington can or do have a lot more influence
over service delivery than you do on the special ed side because of
the money involved, so they are very different functions.

But in terms of sort of our principle finding slight monitoring
human resources development and so on, those were identified by

roblems by both constituencies and both set of employees in
; ashington, so you didn’t find the kind of difference that shows
ere.
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In fact, that is one reason I put the chart in here to sort of high-
li%ht this policy question and I think this is reflective of the dissat-
isfaction with the overall direction by one group and happiness
with the overall direction by the other group.

I don’t think it may tell you much, though, about program effec-
tiveness of the two functions.

Mr. Smrma. Thank you. Assistant Secretary Davila, you are, I am
sure because of your background, well aware of the tension in the
field between historically what was the vocational rehabilitation
constituency and the relatively newly identified in the early 1970s
at a national level, special education constituency, do you have any
plans or ideas about how to more effectively inte;rate those two
groups in the field?

Dr. DaviLa. Well, you know, that we are in the process of devel-
oping a strateic plan for OSERS and we are looking ahead to how
we will resolve the concerns in the problem areas that have been
identified.

One of the areas that will receive special attention is how we can
effect more positive interface between rehabilitation and special
education, and we are applying a team management approach to
the operation of all OSERS components.

We are taking a management approach that cross-cuts across in
functions and components within the OSERS Division, and we
intend also to make sure that we articulate the same kind of need
for collaboration and interface all the way down through ‘he pro-
grams.

The messages we are sending out, and will continue to send out,
will also carry the same weight. Whatever concerns we identify are
of concern to both rehabilitation and special education and vice
versa because we need to serve a disabled child, all the way from
the time he or she is an infant to the time the child is finally
placed in the community. In order for us to be effective, we need to
deal with the kind of transitioning that will ensure continuity and
good service.

. We have to be able to encourage more commitment to collabora-
tion and mutual support from other agencies serving individuals
with disabilities. This is a high priorit¥ or us.

Mr. SmitH. Thank you. I would only because of the—and I am
just about done, Mr. Chairman—because of the break we took,
refer back to mdy comments about the comparison with the Labor
Department and what I also surmise may be just a built in tension
at the Federal level between civil servants and what we would call
political appointees.

I am simply enclosing concern that as we support you, Dr.
Davila, in gour new job and I am delighted with Mr. Gainer’s as-
sessment of you, but more of the point with you, I am more delight-
ed with your own presentation today that we remember that this is
a program.

he management responsibility you have as it effects children in
gchogis which is why we are all sitting here, that is in deep, deep
rouble.

It’s vital signs are not strong and for those of us who are commit-
ted to not only maintaining, but improving the whole concept of
serving every child to the greatest of his or her abilities, we have
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to get l‘prof’oundly more deeply involved in what the proper relation-
ship, Federal to state is, and state to local so that we can free
teachers and children to make the most of the resources that we
are making available ‘0 them.

My concern is not as critical as it may have sounded initially of
your report as it is that I just—I think as a starting point, it is
fine, but we have problems in this program that will eat us alive
and hurt children badly in this country if we don t get on top »f
them in the next cougle of years at the outside and 1 thank you ror
bearing with me and I am sorry about the break.

I yield back.

Dr. DavirA. Thank you.

Chairman Owens. Mr. Payne did not return. He said he would
be back. Just one last question. I want to thank both of ycu gentle-
men for the time and energy that you have put into this matter
already and we look forward to workinﬁ with you in the future.

Mr. Secretary, you have indicated that you are preparing sonie
kind of a master plan. We hope that in the future we will not have
to converse with each other in formal hearings like this, but in-
stead, there can be some informal apparatus established where we
can confer as you go along and we welcome the opportunity to
obtain a briefing on your master plan when it is ready.

Dé) ;’ou have some idea of when you will have your master plan
ready

Dr. DaviLa. We have a series of retreats planned for the next
few weeks. I think some time in the fall I will be able to come to sit
down with you and give you a brieﬁnﬁ.

Chairman Owens. Very good. Without a doubt, we believe that
there is a direct relationship between good management and pro-
gram effectiveness. We are not here because we like to play with
management or micromanage. We are only interested in the final
results and we don’t think we can achieve positive final results out
there unless we do have good management.

Mr. Payne has returned now. I yield to Mr. Payne for questions.

Mr. PayYNE. Thank you very much, Mr. Chairman. I don’t want
to delay the hearing any longer, so I will not ask any questions.
However, if I have any concerns, I will forward them to you. I
would just like to say ‘hat it is extremely important, I feel, that
the operation be streamlined and brought up to speed before pass-
ing of the ADA Act.

e had a verK thorough and exciting hearing in Houston, Texas
with people with disabilities from that region. I felt a tremendous
amount of expectation, a tremendous amount of interest in the
ADA bill. However, unless we have all of the cogs and wheels
working properly, we will not be in position to fully implement the

nding legislation. So, I would hope that the reports will be clear-
y studied, remedies made and perhaps, in the future have a follow
}tp hearing to see whether these implementations have come to fru-
ition.

Thank you, Mr. Chairman.

Chairman Owens. Thank you. We also want to note that Mr.
Gainer will be issuing the GAO report sometime soon. We look for-
ward to that. This is one report that won’t sit on the shelf and
gather dust.
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Dr. Davila has already indicated that he certainly will use it and
we certainly will be following it very closely. The chair would like
to note that the record will be left open for ten days for members
who want to enter additional items or questions in the record. This
applies to witnesses as well.

Thank you very much. The hearing is now adjourned.

[Whereupon, the hearing adjourned at 11:35 am.]
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